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OVERVIEW 


What  is  an  ESR? 

An  Employment  Systems  Review  (ESR)  is  a  tool  to  identify  the  existence  of  barriers  in 
employment  systems  faced  by  members  of  designated  groups  and  to  develop  a  strategy 
to  remove  the  barriers. 

Discriminatory  practices  create  barriers  that  may  also  have  an  adverse  impact  on 
employees  who  are  not  members  of  a  designated  group.  By  eliminating  these  barriers, 
all  employees  can  compete  on  merit. 

Employment  systems  include: 

■  entry  systems  (recruitment,  selection,  orientation,  probation) 

■  retention  systems  (performance  management,  training  and  development, 
mobility,  working  conditions) 

■  separation  systems  (discipline,  exit/redeployment). 


Background 

A  taskforce  for  the  former  Ministry  of  Revenue  had  already  completed  a  significant  part 
of  its  work  when  the  former  ministries  of  Treasury  and  Economics,  Financial  Institutions 
and  Revenue  were  merged  to  form  the  Ministry  of  Finance.  It  was  decided  that  the  first 
taskforce  should  proceed,  and  that  a  second  taskforce  would  be  set  up  for  the  former 
ministries  of  Treasury  and  Economics  and  Financial  Institutions.  (The  former  Ministry  of 
Financial  Institutions  includes  the  Ontario  Insurance  Commission,  the  Ontario  Securities 
Commission  and  the  Pension  Commission  of  Ontario.)  Each  of  the  two  taskforces 
involved  in  the  review  were  made  up  of  an  equal  number  of  management/excluded  and 
bargaining  unit  employees. 

Part  I  of  this  report  summarizes  the  results  of  the  ESR  process  in  the  Ministry  of 
Finance.  The  full  text  of  the  two  taskforce  reports,  including  detailed 
recommendations  that  will  guide  implementation,  are  found  in  "Part  II  (former 
Ministry  of  Revenue)"  and  "Part  III  (former  Ministries  of  Financial  Institutions  and 
Treasury  and  Economics)". 
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Methodology 

The  techniques  used  by  the  taskforces  included  data  analysis,  document  review  and 

interviews.  Specifically: 

■  Workforce  Profile  data  and  statistics  from  the  1 986  Canada  Census  were  analyzed. 
The  representation  of  designated  groups  within  the  Ministry  was  then  compared 
to  the  working  age  population  in  Ontario.  The  taskforce  for  the  former  Ministry  of 
Revenue  also  analyzed  data  for  the  non-designated  group. 

■  Human  resources  management  policies  and  procedures  for  such  tasks  as 
recruitment,  promotion  and  discipline  were  reviewed. 

■  Interview  sessions,  focus  groups  and  meetings  with  groups  promoting  the  interests 
of  designated  groups  and  non-designated  staff  were  held  to  gather  their  views  and 
perceptions  of  human  resources  practices. 


Major  Issues 

Two  recurring  issues  were  identified  which  affect  all  the  employment  systems,  and  which 
must  be  resolved  in  order  for  changes  to  be  effective.  They  are: 

■  Lack  of  Management  Accountability 

A  more  structured  system  is  needed  to  monitor  human  resources  functions 
to  ensure  that  recruitment,  selection,  performance  management  and  training 
and  development  are  consistently  carried  out  in  a  fair  and  equitable  way. 
This  is  particularly  challenging  in  a  large  and  decentralized  organization. 

Operating  managers  are  responsible  for  resolving  many  human  resources 
issues,  but  most  are  not  adequately  trained  in  this  area.  Managers  should 
be  given  more  training  and  should  also  be  held  accountable  by  senior 
management  for  human  resources  decisions. 

Managers  then  will  be  able  to  take  a  stronger  leadership  role  in  creating  a 
welcoming  work  environment  that  will  ensure  that  employment  systems  are 
fair  and  that  negative  stereotypes  are  not  tolerated. 
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Major  Issues  (continued) 

■  Inconsistent  Communications 

Communication  is  perceived  to  be  selective  and  "top-down".  However, 
communication  channels  should  be  improved  so  that  all  staff  receive 
important  information  on  a  timely  basis.  If  employees  have  more 
information  about  the  Ministry’s  systems,  operations  and  policies,  it  will  help 
them  to  identify  and  access  a  wider  range  of  employment  opportunities. 
This  will  also  help  staff  to  better  understand  their  role  in  achieving  the 
Ministry’s  objectives. 


Change  Strategy 

A  change  strategy  is  a  framework  which  sets  the  stage  for  successful  implementation  of 
new  initiatives  by  ensuring  that  there  is  lasting  impact  on  the  structure  and  organizational 
culture.  It  is  not  an  implementation  plan  itself,  but  rather  a  plan  of  the  steps  that  are 
necessary  in  order  to  prepare  the  organization  for  change. 

In  this  case,  the  change  strategy  must  address  both  perceived  and  actual  employment 
systems  barriers.  It  must: 

•  win  commitment  and  support  from  all  employees 

•  ensure  that  there  is  accountability  at  all  levels  of  management 

•  involve  the  Deputy  Ministers  as  executive  sponsors. 


Implementation 

Management  Board  Secretariat  (MBS)  directives  require  that  Deputy  Ministers  be 
accountable  for  implementing  the  employment  systems  review  recommendations.  In 
order  to  assist  the  Deputy  Ministers,  a  team  should  be  formed  with  responsibility  for 
implementation. 

Managers  at  all  levels  are  key  players  in  the  implementation  process.  The  role  of  Human 
Resources  and  Employment  Equity  is  to  provide  support  for  managers  and  staff,  but  it 
is  managers  who  are  accountable  for  ensuring  that  employment  systems  are  fair. 

Details  regarding  who  should  be  involved  in  the  implementation  of  particular 
recommendations  are  found  in  the  body  of  the  two  reports.  However,  both  taskforces 
recommended  that  some  members  of  the  taskforces  be  included  in  the  overall 
implementation  team. 
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RECOMMENDATION  SUMMARY 


This  section  is  a  consolidation  of  the  recommendations  of  the  two  ESR  taskforces. 

The  recommendations  have  been  organized  into  the  following  sections  and 
subsections: 

•  Key  Recommendations 

•  Recommendations  For  Each  Employment  System 

•  Entry  Systems 

•  Recruitment 

•  Selection 

•  Orientation 

•  Probation 

•  Retention  Systems 

•  Performance  Management 

•  Training  and  Development 

•  Mobility 

•  Working  Conditions 

•  Separation  Systems 

•  Discipline 

•  Exit/redeployment. 

For  a  detailed  discussion  of  the  findings  and  recommendations,  please  refer  to 
the  appropriate  sections  in  the  taskforce  reports. 

"Key  Players  and  Key  Resources"  have  been  assigned  to  each  recommendation.  "Key 
Players"  would  be  directly  involved  in  implementing  the  recommendation;  "Key 
Resources"  would  provide  guidance  and  support.  Also,  "Managers"  could  include  all 
levels  of  management. 

The  Employment  Equity  Office  and  the  Human  Resources  Branch  can  take  a  lead  role 
in  developing  and  coordinating  some  changes  within  the  employment  systems. 
However,  in  order  to  create  sustained  change,  managers  must  become  directly 
accountable  for  the  fairness  and  equity  of  the  employment  systems.  When  this 
transition  is  complete,  the  Employment  Equity  Office  and  the  Human  Resources 
Branch  will  be  viewed  as  support  and  educational  resources,  rather  than  ,lwatchdogs". 

A  team  should  be  formed  to  implement  these  recommendations,  once  they  are 
approved  by  the  Deputy  Ministers.  The  team  should  include  some  representatives 
from  the  two  taskforces. 
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Key  Recommendations 


References  to  Parts  II  and  III  are  to  the  page  numbers  of  the  respective  taskforce 
reports,  followed  by  the  recommendation  number. 


1 .  Develop  a  strategic  framework  that  will  include  Ministry  vision  and  mission 
statements  which  support  inclusion,  training  and  the  merit  principle. 

Key  Players  and  Resources:  Deputy  Minister,  Associate  Deputy  Minister, 
Assistant  Deputy  Ministers 
References:  Part  II  -  24:1 ;  Part  III  -  n/a 

2.  The  role  of  managers  should  be  shifted  to  one  that  is  more  strategic  rather 
than  operational. 

Key  Players  and  Resources:  Deputy  Ministers,  Managers 
References:  Part  II  -  23:1;  Part  III  -  n/a 

3.  Set  up  effective  communication  channels  to  ensure  that  all  employees 
receive  consistent  and  timely  information. 

Key  Players  and  Resources:  Managers,  Human  Resources  Branch, 
Systems  Operations  Branch,  Employees 
References:  Part  II  -  84:1;  Part  ill  -  7:1 

4.  Management  should  actively  encourage  staff  to  participate  in  the 
improvement  of  employment  systems. 

References:  Part  II  -  n/a;  Part  III  -  7:4 
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Recommendations  For  Each  Employment  System 


Entry  Systems 


Recruitment 

5.  Expand  advertising  campaigns  for  open  competitions  by  using  additional 
media  outlets  (community  cable  television,  inserts  in  community  newspapers). 
Set  clear  criteria  for  how  job  opportunities  are  posted/advertised  and 
communicate  these  criteria  to  staff. 

Key  Players  and  Resources:  Human  Resources  Branch 
References:  Part  11-54:1;  Part  III  -11:2 

6.  Develop  an  online  job  bank  for  all  Ministry  of  Finance  employment 
opportunities. 

Key  Players  and  Resources:  Human  Resources  Branch,  Systems  Operations 
Branch 

References:  Part  11-54:1;  Part  111-11:1 

7.  Provide  advertisements  in  alternate  formats  such  as  braille  or  diskette. 

Key  Players  and  Resources:  Human  Resources  Branch,  Client  Services  & 
Public  Relations  Branch,  Managers 

References:  Part  II  -  55:2;  Part  III  -  n/a 

8.  Reduce  the  amount  of  technical  jargon  in  advertisements. 

Key  Players  and  Resources:  Human  Resources  Branch,  Client  Services  and 
Public  Relations  Branch,  Managers 
References:  Part  11-55:1;  Part  III  -  15:3 

9.  Provide  a  clear  explanation  of  the  basis  for  recruiting  staff  so  that  employees 
understand  the  system.  The  Human  Resources  Branch  should  consider  the 
development  of  a  "Statement  on  Recruitment"  outlining  the  recruitment 
process  and  providing  information  on  the  standard  basis  for  the  treatment  of 
a  competition  (e.g.  open  or  restricted).  A  written  statement  should  be 
supplied  to  candidates  during  the  interview  process  and  also  included  in 
orientation  packages. 

Key  Players  and  Resources:  Human  Resources  Branch 
References:  Part  II  -  n/a;  Part  III  - 1 1 :3 
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Entry  Systems 


Recruitment  (continued) 


10.  Communicate  to  all  employees  the  basis  for  the  "Area  of  Search". 

Recommend  to  Management  Board  Secretariat  and  OPSEU  that  the  policy 
on  relocation  expenses  be  reviewed. 

Key  Players  and  Resources:  Human  Resources  Branch,  OPSEU,  MBS 
References:  Part  II  -  52:1 ,  53:1 ;  Part  III  - 1 1 :4 


Selection 


1 1 .  Except  in  rare  circumstances,  use  the  competitive  process  so  that  all 
interested  employees  can  apply  for  employment  opportunities.  If  waivers  are 
used,  ensure  that  clear  rules  exist  and  are  communicated  to  all  employees. 
Key  Players  and  Resources:  Human  Resources  Branch,  Managers 
References:  Part  11-60:1;  Part  III  -  18:1 

12.  Managers  should  ensure  that  both  position  specifications  and  job 
advertisements  describe  the  knowledge,  skills  or  experience  required  to  do 
the  job  but  do  not  state  that  a  specific  credential  is  required. 

Key  Players  and  Resources:  Managers,  Employees 
References:  Part  11-77:1;  Part  III  -  33:1,2,3,4 

1 3.  Selection  criteria  and  job  interviewAests  must  be  based  upon  the  "entry  level" 
of  current  job  specifications. 

Key  Players  and  Resources:  Managers,  Human  Resources  Branch 
References:  Part  II  -  56:1,  61:1;  Part  III  - 15:3,  17:1 

1 4.  Consider  the  use  of  additional  methods  of  assessing  candidates,  rather  than 
relying  mainly  on  the  oral  job  interview;  these  could  include  asking  them  to 
perform  or  be  tested  on  job-related  tasks  or  skills. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers 
References:  Part  11-64:1,  66:3;  Part  III  - 17:2 

1 5.  Provide  line  managers  with  training  on  how  to  develop  clear,  bona  fide, 
"entry-level"  selection  criteria  and  develop  questions  that  relate  to  these 
criteria.  Training  material  should  also  be  available  in  a  reference  manual. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers 
References:  Part  II  -  57:1,  66:1;  Part  III  - 15:2 
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Entry  Systems 


Selection  (continued) 


16. *  Ensure  that  an  accurate  Physical  Demands  Analysis  exists  for  each  job  in  the 

Ministry. 

Key  Players  and  Resources:  Managers,  Employment  Equity  Office,  Human 
Resources  Branch,  Management  Board  Secretariat 
References:  Part  II  -  58:1;  Part  III  - 19:1 

17. *  Ensure  that  managers  use  PDAs  as  a  means  for  identifying  issues  related  to 

physical  accommodation  and  that  all  applicants  know  they  may  receive  them 
early  in  the  selection  process  by  indicating  in  advertisements  that  they  are 
available. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers, 
Management  Board  Secretariat 
References:  Part  11-59:1;  Part  III  -  19:3 

18. *  Train  managers  to  use  Physical  Demands  Analysis  (PDA)  to  identify  and 

discuss  issues  of  physical  accommodation  in  appropriate  ways. 

Key  Players  and  Resources:  Human  Resources  Branch,  Employment 
Equity,  Management  Board  Secretariat 
References:  Part  II  -  59:2;  Part  III  -  19:2 

1 9.  Provide  information  to  all  candidates  who  are  chosen  for  interviews  on  the 
screening  process,  the  selection  criteria  and  any  testing  that  will  be  part  of 
the  interview  process.  Job  advertisements  should  indicate  that  an 
information  package  is  available  upon  request  to  those  selected  for 
interviews.  This  package  could  include:  the  job  specification,  the  Physical 
Demands  Analysis,  the  selection  criteria,  make-up  of  the  hiring  panel,  the  use 
of  written/oral  tests,  assignments,  etc. 

Key  Players  and  Resources:  Managers,  Human  Resources  Branch, 

Management  Board  Secretariat 

References:  Part  II  -  62:2,  64:2;  Part  III  -  15:4,  17:3 


* 


Physical  Demands  Analysis  issues  should  be  reviewed  using  the  forthcoming 
recommendations  of  the  current  MBS  review  of  the  PDA  process 
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Entry  Systems 


Selection  (continued) 


20.  Members  of  hiring  panels  should  be  knowledgeable  in  measuring  the  candidates’ 
qualifications  in  relation  to  the  screening  criteria  and  in  accommodating  candidates 
from  a  variety  of  cultural  backgrounds.  Involving  the  Human  Resources  Branch 
and  members  of  designated  groups  in  the  hiring  panels  may  assist  in 
accomplishing  this. 

Key  Players  and  Resources:  Human  Resources  Branch,  Employment  Equity 
References:  Part  II  -  62:1,  65:1,  66:1;  Part  III  - 17:4 

21 .  Hiring  panels  must  resolve  accommodation  issues  with  all  candidates  prior  to  the 
interview. 

Key  Players  and  Resources:  Managers,  Human  Resources  Branch 
References:  Part  II  -  64:3,  66:2;  Part  III  -  17:3 

22.  Ensure  that  there  is  a  clear  link  between  selection,  orientation  and  probation  and 
how  employees  will  move  through  these  systems.  Ensure  this  process  is  applied 
consistently. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers 
References:  Part  II  -  71 :2;  Part  III  -  n/a 


Orientation 


23.  Ensure  that  all  new  employees,  at  all  Ministry  work  sites  throughout  the  province, 
are  given  a  formal  orientation  program  that  includes  information  on  the  Ministry’s 
structure,  policies  and  procedures,  as  well  as  Workplace  Hazardous  Material 
Information  (WHMIS)  training,  Workplace  Discrimination  and  Harassment 
Prevention  Policy,  the  Workplace  Profile  Survey,  job  accommodation  and  the 
availability  of  networks  such  as  union  stewards  and  employment  equity 
representatives.  The  formal  orientation  should  be  provided  as  soon  as  possible 
after  the  employee’s  start  date. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers 
References:  Part  II  -  67:1,  68:1;  Part  III  -  20:1 
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Entry  Systems 


Orientation  (continued) 


24.  Managers  should  provide  new  employees  of  the  unit/branch  with  a  timely  on-the- 
job  orientation  that  will  make  them  feel  welcome,  give  them  a  clear  understanding 
of  their  work  responsibilities  and  provide  resources  to  support  them.  Special 
consideration  should  be  given  to  the  adjustment  needs  of  incoming  surplus  staff. 
Key  Players  and  Resources:  Managers 

References:  Part  11-69:1,  70:2;  Part  III  -  20:2,3;  24:1;  35:1 

25.  Ensure  issues  of  accommodation  are  discussed  with  all  employees  during  the  on- 
the-job  orientation. 

Key  Piiayers  and  Resources:  Managers 
References:  Part  II  -  70:1;  Part  III  -  20:1 


Probation 


26.  Develop  formal  training  plans  for  all  new  employees. 

Key  Players  and  Resources:  Managers,  Employees,  Human  Resources  Branch 
References:  Part  II  -  70:3;  Part  III  -  22:3 

27.  Develop  performance  standards  using  accurate,  current  job  specifications. 

Key  Players  and  Resources:  Managers,  Employees,  Human  Resources  Branch 
References:  Part  II  -  n/a;  Part  III  -  22:1,  35:1 

28.  Managers  should  provide  timely,  regular  feedback  and  support  to  employees 
during  the  probationary  period.  Performance  standards  should  be  tied  to  the 
employee’s  training  plan. 

Key  Players  and  Resources:  Managers,  Employees,  Human  Resources  Branch 
References:  Part  II  -  71 :1 ;  Part  III  -  22:1 ,2, 3, 4, 5 
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Retention  Systems 


Performance  management 


29.  Ensure  that  all  job  specifications  are  reviewed  on  a  regular  basis  and  that 
employees  clearly  understand  their  job  responsibilities.  (Note:  this  issue  is  also  an 
important  aspect  to  be  considered  in  the  selection  process). 

Key  Players  and  Resources:  Managers,  Human  Resources  Branch,  Employees 
References:  Part  II  -  30:1,  56:1;  Part  III  - 15:1,  33:1 

30.  Ensure  that  there  are  sufficient  French-language  designated  positions  so  that 
Francophones  who  are  not  in  designated  positions  are  not  used  to  provide  this 
service  and  that  managers  are  aware  of  how  this  service  is  to  be  provided. 

Key  Players  and  Resources:  French  Language  Services,  Human  Resources 
Branch,  Managers,  Employees 

References:  Part  II  -  32:2;  Part  III  -  n/a 

31 .  Ensure  that  employees  receive  regular,  positive  and  corrective  feedback  based  on 
the  observable  performance  of  job  responsibilities. 

Key  Players  and  Resources:  Managers,  Employees 
References:  Part  11-31:1;  Part  III  -  24:1,3 

32.  Establish  clear  links  between  employees’  performance  and  the  identification  of 
training  needs. 

Key  Players  and  Resources:  Managers,  Employees,  Human  Resources  Branch 
References:  Part  II  -  31 :2,  35:2;  Part  III  -  24:2 

33.  Provide  more  training  and  support  for  managers  on  the  use  of  the  performance 
management  process. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers 
References:  Part  II  -  32:1;  Part  III  -  24:3 


V 
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Retention  Systems 


Training  and  Development 


34.  Develop  strategic  Ministry/Branch  training  and  development  plans  based  on  the 
actual  needs  of  the  staff  and  the  Ministry.  These  plans  should  provide  a  broad 
range  of  opportunities  at  all  levels  of  the  organizations  throughout  the  province. 

All  employees  should  receive  communication  on  these  opportunities  and  have 
appropriate  access.  Training  and  development  could  become  a  standing  agenda 
item  on  Executive  Management  Committee. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers,  Employees 
References:  Part  II  -  36:1,  37:2,  38:2;  Part  III  -  26:1,3,4 

35.  Develop  innovative  training  techniques  based  on  learning  as  an  "exchange  of 
knowledge"  to  supplement  training  available  in  standard  courses  and  workshops. 
Key  Players  and  Resources:  Managers,  Employees,  Human  Resources  Branch 
References:  Part  11-35:1;  Part  III  -  26:7 

36.  Division  Heads  should  be  encouraged  to  establish  career  development  positions 
to  bridge  the  gap  between  classification  groups. 

Key  Players  and  Resources:  Assistant  Deputy  Ministers,  Human  Resources 
Branch 

References:  Part  II  -  n/a;  Part  III  -  26:6 

37.  Time-limited  leaves  of  absence  (maternity/parental,  sick  leave)  should  be  filled  as 
career  development  opportunities  at  all  classification  levels. 

Key  Players  and  Resources:  Managers,  Human  Resources  Branch 
References:  Part  II  -  n/a;  Part  III  -  26:5 

38.  Managers  must  receive  comprehensive  training  to  develop  the  required 
competencies  to  manage  both  tasks  and  people. 

Key  Players  and  Resources:  Human  Resources  Branch,  Employment  Equity, 
Managers 

References:  Part  11-38:1;  Part  III  -  n/a 
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Retention  Systems 

Training  and  Development  (continued) 


39.  Managers  should  be  held  accountable  for  the  training  and  development  of  their 
staff. 

Key  Players  and  Resources:  Managers,  Senior  Management 
References:  Part  II  -  n/a;  Part  III  -  26:2 

40.  Ensure  that  employees  are  selected  for  training  and  development  activities  on  the 
basis  of  clear  criteria  that  are  linked  to  performance  management  and  career 
development  systems.  Communicate  these  criteria  to  staff. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers,  Employees 
References:  Part  II  -  35:3;  Part  III  -  n/a 

41 .  Establish  clear  criteria  for  gaining  access  to  training  and  development 
opportunities,  including  acting  assignments,  that  assist  in  the  development  of  job 
mobility.  Ensure  that  all  employees  are  informed  of  these  criteria  and  have  access 
to  opportunities  through  the  effective  use  of  recruitment,  selection,  performance 
management  and  training  and  development  systems. 

Key  Players  and  Resources:  Human  Resources  Branch,  Systems  Operations 
Branch,  Managers,  Employees 
References:  Part  II  -  40:1 ;  Part  III  -  28:2 

42.  Ensure  employees  receive  appropriate  coaching/support  to  help  them  implement 
their  new  skills  back  on  the  job. 

Key  Players  and  Resources:  Managers,  Employees,  Human  Resources  Branch 
References:  Part  II  -  37:1;  Part  III  -  n/a 


Mobility 


43.  Job  mobility  opportunities  should  be  made  available  to  all  Ministry  employees;  this 
could  include  secondments,  job  rotation,  or  serving  on  taskforces  and  committees. 
Key  Players  and  Resources:  Human  Resources  Branch 
References:  Part  II  -  60:2;  Part  III  -  n/a 
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Retention  Systems 


Mobility  (continued) 

44.  Develop  more  mobility  opportunities  for  Ministry  employees-both  internally  within 
the  functional  areas  and  externally  with  other  Ministries  within  the  Ontario  Public 
Service.  Staff  should  also  be  encouraged  to  approach  managers  to  solicit 
opportunities  on  their  own  behalf. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers,  OPSEU, 
MBS,  Employment  Equity  Office,  Employees 
References:  Part  II  -  41 :1 ;  Part  III  -  28:1 


Working  conditions 


45.  Increase  senior  executive  involvement  in  communicating  the  organization’s  position 
on  employment  equity  and  cultural  diversity  to  all  employees. 

Key  Players  and  Resources:  Employment  Equity  Office,  Senior  Management 
References:  Part  II  -  44:2;  Part  III  -  7:3 

46.  Enhance  training  to  all  employees  (both  managers  and  staff)  on  their  rights  and 
responsibilities  regarding  workplace  discrimination  and  harassment,  employment 
equity  and  working  with  diverse  cultures. 

Key  Players  and  Resources:  Employment  Equity  Office,  Managers,  Employees 
References:  Part  11-44:1;  Part  III  -  7:3,  30:4 

47.  Update  and  expand  the  workplace  accommodation  information  provided  to 
Ministry  employees.  Inform  managers  of  the  procedures  for  acquiring 
accommodation  funds. 

Key  Players  and  Resources:  Employment  Equity  Office,  Human  Resources 
Branch,  Managers 

References:  Part  II  -  48:2;  Part  III  -  19:2,4 

48.  Make  all  work  sites  accessible  for  persons  with  disabilities. 

Key  Players  and  Resources:  Managers,  Facilities  Management  Unit,  MBS 
References:  Part  II  -  48:1;  Part  III  -  30:5 
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Retention  Systems 


Working  conditions  (continued) 


49.  Provide  a  welcome  and  supportive  work  environment  for  all  employees,  especially 
those  from  the  designated  groups.  For  example,  managers  should  encourage 
and  support  work  groups  set  up  by  designated  group  members. 

Key  Players  and  Resources:  Managers,  Employment  Equity  Office,  Designated 
Group  Members,  Human  Resources  Branch 
References:  Part  il  -  45:1;  Part  III  -  n/a 

50.  Develop  methods  for  accommodating  other  employee  needs  and  clearly 
communicate  their  availability  to  all  employees.  Ensure  that  management  is 
trained  to  determine  when  and  how  these  accommodations  should  be  made 
available. 

Key  Players  and  Resources:  Employment  Equity  Office,  Human  Resources 
Branch,  Managers 

References:  Part  II  -  49:1;  Part  III  -  30:1,2 

51 .  Define  how  flex-time  and  compressed  work  weeks  will  operate  and  communicate 
this  information  to  all  employees.  Managers  must  be  made  aware  of  when  and 
how  to  use  these  alternate  work  schedules,  and  should  make  every  reasonable 
effort  to  accommodate  employees’  needs. 

Key  Players  and  Resources:  Human  Resources  Branch,  OPSEU,  Managers, 

MBS 

References:  Part  If  -  48:3;  Part  ill  -  7:2,  30:3 

52.  Ensure  that  safety  concerns  of  all  employees  (especially  women  and  persons  with 
disabilities)  are  addressed  in  a  manner  that  protects  their  dignity. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers,  Health  & 
Safety  Committees 

References:  Part  IS  -  46:1;  Part  III  -  n/a 

53.  Ensure  that  staff  are  informed  of  the  OPS  guidelines  regarding  extended  exposure 
to  video  display  terminals. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers,  Health  & 
Safety  Committees 

References:  Part  II  -  n/a;  Part  III  -  30:6 
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Separation  Systems 


Discipline 


54.  Ensure  that  discipline  is  clearly  linked  to  performance  management.  Employees 
must  clearly  know  their  job  responsibilities  and  understand  what  is  expected  of 
them.  Corrective  action  should  be  taken  when  appropriate. 

Key  Players  and  Resources:  Managers,  Employees,  Human  Resources  Branch 
References:  Part  II  -  78:1;  Part  III  -  35:2 

55.  Ensure  that  managers  know  when  and  how  to  use  the  disciplinary  process  and 
that  their  decisions  are  actively  supported. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers 
References:  Part  II  -  78:2;  Part  III  -  n/a 


Exits/Redeolovments 


56.  Define  the  criteria  for  laying  off  and  recalling  temporary  employees  and 
communicate  this  information  to  employees.  Ensure  that  this  process  is 
monitored  by  appropriate  parties,  including  management  and  Human  Resources 
Branch. 

Key  Players  and  Resources:  Human  Resources  Branch,  Managers,  OPSEU, 

MBS 

References:  Part  II  -  79:1;  Part  III  -  n/a 

57.  Ensure  that  the  adjustment  needs  of  staff  who  are  being  redeployed  from  the 
surplus  list  are  addressed. 

Key  Players  and  Resources:  Managers,  Human  Resources  Branch 
References:  Part  II  -  n/a;  Part  III  -  36:2 

58.  Ensure  that  exit  interviews  are  conducted  on  a  consistent  basis  and  that  employee 
confidentiality  is  maintained. 

Key  Players  and  Resources:  Human  Resources  Branch 
References:  Part  II  -  80:1 ;  Part  III  -  36:1 

59.  Use  the  information  from  the  exit  interviews  to  modify  hiring  and  retention  policies 
and  practices,  as  required. 

Key  Players  and  Resources:  Human  Resources  Branch 
References:  Part  II  -  80:2;  Part  III  -  n/a 


RECOMMENDATION  CROSS-REFERENCE  TABLE 


References  to  Parts  II  and  III  are  to  the  page  numbers  of  the  respective  taskforce 
reports,  followed  by  the  recommendation  number.  For  example,  the  first 
recommendation  from  Part  I  is  referred  to  in  Part  II,  on  page  24,  recommendation  1 . 
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CHANGE  STRATEGY  SUMMARY 


Both  Ministry  taskforces  have  produced  a  detailed  change  strategy  which  should  be 
consulted  before  specific  recommendations  are  implemented.  (Please  refer  to  Part 
II,  page  85  and  Part  III,  page  39  for  details). 

Successful  change  must  address  both  actual  and  perceived  barriers,  and  must  take 
into  account  the  history,  culture  and  management  practices  of  the  Ministry.  Unless 
this  is  done,  the  organizational  culture  will  not  change. 

The  strategy  for  change  must  win  the  commitment  and  support  of  all  employees.  Staff 
must  understand  that  there  are  solid  "business"  reasons  for  strengthening  employment 
systems  and  that  everyone  can  benefit  by  these  changes.  By  involving  a  team  of 
employees  from  all  areas  and  from  all  levels  of  the  organization,  the  Ministry  can  help 
all  employees  understand  their  role  in  accomplishing  the  business  objectives  of  the 
Ministry. 

The  change  strategies  address  the  following  important  issues: 

•  positioning  the  implementation  process 

•  ensuring  readiness  for  change. 


1.  POSITIONING  THE  IMPLEMENTATION  PROCESS 

A.  Integration  With  Business  Planning 

The  objectives  of  the  ESR  change  strategy  must  be  integrated  with  the 
Employment  Equity  and  strategic  business  planning  cycles.  All  significant  OPS  or 
Ministry  initiatives  must  be  considered  to  ensure  that  the  changes  to  employment 
systems  are  consistent  with  other  Ministry  plans. 

B.  Sponsorship  and  Support 

The  Deputy  Ministers  will  promote  change  by  adopting  the  role  of  executive 
sponsors  of  this  phase  of  the  ESR  process  and  will  be  responsible  for  ensuring 
that  the  approved  recommendations  are  implemented. 

Senior  executive  will  play  a  key  role  in  ensuring  that  employment-related 
processes  are  treated  with  the  same  importance  as  other  strategic  business 
initiatives.  Directors  and  managers  must  also  be  involved  in  the  change  because 
they  have  the  most  direct  impact  on  the  work  environment. 
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1.  POSITIONING  THE  IMPLEMENTATION  PROCESS  (continued) 

C.  Other  Partners  and  Resources 

Front-line  staff  should  be  involved  in  the  process.  Managers  should  assist  in 
obtaining  and  bringing  forward  input  from  staff. 

Other  organizations  that  should  be  involved  in  order  to  ensure  effective  change 
include  OPSEU  and  any  other  organizations  representing  employee  groups  within 
the  Ministry. 

Staff  from  the  Audit  Services  Branch  can  also  play  a  supportive  role,  since  one  of 
the  Branch’s  key  objectives  is  to  help  the  Ministry  adjust  to  change. 


2.  ENSURING  READINESS  FOR  CHANGE 


A.  Communications 

Communications  channels  are  an  important  tool  in  bringing  about  lasting  change. 
By  improving  communication,  there  will  be  more  opportunities  not  only  to  inform 
and  educate  staff,  but  also  to  build  commitment.  As  a  first  step,  the  findings  of 
both  taskforce  reports  should  be  publicized  throughout  the  Ministry. 

B.  Issues  Affecting  All  Employment  Systems 

Key  recommendations,  which  address  major  issues  that  affect  all  employment 
systems,  must  be  resolved  before  the  other  recommendations  can  be  effectively 
implemented. 


IMPLEMENTING  CHANGE 


A  committee  should  be  formed  with  overall  responsibility  for  implementation  of  the 
recommendations  summarized  in  Part  I  of  this  report.  The  details  found  in  Part  II  and 
in  Part  III  will  assist  the  committee  in  determining  more  detailed  steps,  timeframes  and 
who  should  be  involved  in  implementation. 


EMPLOYMENT  SYSTEMS  REVIEW 

1. 


Supporting  Excellence  Through  Equity 


PART  II 


EMPLOYMENT  SYSTEMS  REVIEW 


er  Ministry  of  Revenue 


March  17, 1994 


EXECUTIVE  SUMMARY 


This  report  summarizes  the  results  of  the  Employment  Systems  Review  ( ESR )  for  the 
former  Ministry  of  Revenue.  The  review  was  completed  by  a  Ministry  ESR  Taskforce 
comprised  of  both  management/excluded  and  bargaining  unit  employees. 

An  ESR  is  a  diagnostic  tool  which  helps  an  organization  to  identify  employment 
barriers  faced  by  members  of  designated  groups  and  to  develop  a  strategy  to  remove 
these  barriers.  Employment  equity  designated  groups  are  those  groups  which, 
traditionally,  have  been  excluded  from  the  workforce,  and,  when  employed,  tend  to 
be  concentrated  in  low-paying  or  specialist  jobs  and/or  excluded  from  jobs  with 
decision-making  responsibilities. 

The  first  step  in  the  review  was  to  gather  data  to  assist  in  identifying  the  systemic 
barriers  both  within  the  employment  systems  and  practices  and  within  the 
organizational  culture.  ( " Systemic  discrimination  "  occurs  when  policies  and  practices, 
which  are  embedded  in  employment  systems,  have  an  "adverse  impact”  on  members 
of  designated  groups.)  This  data  was  gathered  in  three  different  ways. 

1.  The  Workforce  Profile  was  analyzed  in  conjunction  with  the  Statistics 
Canada  Census  of  1986.  This  analysis  provided  a  "snapshot"  of  the 
representation  of  designated  groups  within  the  Ministry  in  comparison  to 
the  working  age  population  of  Ontario. 

2.  Ministry-developed  formal  documented  policies,  procedures  and 
employment-related  documentation,  which  support  the  Ministry's 
specific  employment  systems,  were  reviewed.  These  documents 
provided  information  on  the  Ministry's  official  approach  to  managing  its 
employees  and  on  policies  or  procedural  barriers  that  might  prevent  full 
participation  by  designated  group  members  in  the  workplace. 

3.  Information  on  the  "informal"  organization  was  gathered  through  a  series 
of  one-on-one  interviews,  focus  group  sessions  and  meetings  with 
Special  Interest  Groups  representing  specific  designated  groups.  The 
"informal"  organization  includes  the  Ministry's  culture,  attitudes,  values, 
group  norms,  feelings  and  informal  systems. 

The  mandate  of  the  ESR  is  to  identify  barriers  to  the  designated  groups  and  develop 
a  change  strategy  to  remove  these  barriers.  Our  study  of  the  related  issues  showed 
that  as  well  as  affecting  groups,  barriers  affect  individuals.  These  barriers  have  a 
greater  adverse  affect  on  members  of  the  designated  groups  who  are 
under-represented  in  the  higher  levels  of  the  organization  where  decisions  are  being 
made.  However,  discriminatory  practices  may  also  have  an  adverse  impact  on 
employees  who  are  not  members  of  a  designated  group.  Elimination  of  these  barriers 
would  allow  all  employees  to  compete  on  merit.  As  a  result,  we  believed  that  no 


group  should  be  left  out  of  an  important  initiative  like  ESR,  especially  since  the  ESR 
promotes  fair  and  equitable  treatment  for  all.  We,  therefore,  included  the  Non- 
Designated  Group  ( NDG )  as  part  of  the  drive  for  inclusion.  The  concept  of  "inclusion " 
in  our  ESR  process  provides  a  benefit  to  the  entire  Ministry,  while  still  ensuring  that 
barriers  facing  designated  group  members  are  removed. 

Our  analysis  of  the  data  gathered  led  us  to  two  types  of  issues.  There  were  several 
issues  that  became  "overarching"  and  related  to  the  culture  and  climate  of  the 
Ministry.  Other  issues  related  specifically  to  particular  employment  systems.  The 
issues  that  continuously  arose  during  our  analysis  were: 

•  Commitment  to  Employment  Equity 

•  Communications 

•  Culture-including  the  acceptance  of  the  diversity  of  the  various 
designated  groups,  stereotyping  and  harassment  and  safety  issues 

Our  belief  is  that,  unless  we  address  the  overarching  issues  involved  with  the  culture 
and  climate,  our  ability  to  successfully  address  issues  related  to  specific  employment 
systems  will  be  limited.  The  changes  will  not  have  a  long-lasting  effect  unless  we 
ensure  that  the  culture  within  the  Ministry  is  one  that  embraces  diversity  and  firmly 
believes  in  a  fair  and  equitable  workplace  for  all. 

The  Ministry's  hierarchical  structure  can  be  effective.  However,  the  operating  culture 
can  create  conditions  which  impede  our  progress  towards  employment  equity  such 
as: 

•  Diffusion  of  power  and  control  -  In  a  well-functioning  hierarchy,  power 
and  control  reside  at  the  highest  levels  and  can  be  exercised 
appropriately  to  ensure  all  employees  receive  dear  messages  regarding 
organizational  values,  policies  and  decisions. 

It  appears  that  the  Ministry  has  many  different  "centres  of  power".  A 
significant  number  of  employees  in  various  operations  described  their 
managers  as  having  the  authority  to  run  an  office  in  a  way  that  might 
emphasize  different  values  and  decisions  than  those  desired  by  senior 
management.  Lack  of  dear  accountability  (controls)  for  managers  belo  w 
the  senior  level  create  circumstances  where  the  organization's 
employment  systems  can  be  employed  in  a  manner  that  might  be  less 
than  fair  and  equitable. 

•  Inconsistent  communication  -  If  initial,  top-down  communications  are 
unclear  and  effective  feedback  mechanisms  (controls)  are  not  created 
and  used,  employees  may  receive  inconsistent  messages  regarding  the 
Ministry's  operations.  As  a  result,  some  employees  may  not  receive 
important  information  regarding  the  Ministry's  systems  and  operations 


that  would  help  them  understand  and  access  a  wider  range  of 
employment  opportunities. 

•  Differential  treatment  -  If  dear  lines  of  centralized  accountability  are  not 
built  into  the  hierarchy,  especially  regarding  human  resources  issues, 
managers  could  base  employment  decisions  on  personal  assumptions 
rather  than  organizational  values. 

In  order  to  address  the  "overarching" issues,  we  determined  that  there  were  three  key 
recommendations.  The  first  two  relate  to  the  role  of  managers. 

Senior  management  is  responsible  for  developing  appropriate  policies  and  procedures. 
However,  a  strategic  framework  must  first  be  developed  in  order  to  establish  the 
environment  within  which  these  policies  and  procedures  must  operate.  We,  therefore, 
believe  that  a  strategic  framework  and  Ministry  mission  statements  must  be  developed 
which  include  the  need  for  awareness,  commitment,  follow-up  and  consistency.  The 
focus  must  support  inclusion,  training  and  the  merit  principle.  The  process  of 
developing  this  strategic  framework  and  mission  statements  must  be  executive-driven 
and  must  define  the  business  that  we  should  be  in  and  the  values  that  we  hold, 
leading  to  a  well  thought-out  statement  of  the  Ministry's  mission  and  values.  (We 
understand  that  "Integration  Phase  2-Project  Framework"  is  developing  a  Ministry 
vision,  strategic  plan  and  mission  statements.  The  direction  for  this  integration 
initiative  must  have  the  full  commitment  and  direct  involvement  of  the  most  senior 
executive,  i.e.  the  Deputy  Ministers.) 

The  strategic  framework  and  mission  statements,  along  with  the  policies  and 
procedures  that  have  been  developed,  will  provide  the  middle  managers  with  the 
values  and  principles  under  which  they  must  operate.  Middle  management  will  be 
instrumental  in  implementing  the  policies  and  procedures  and  the  effectiveness  of  this 
implementation  will  directly  impact  on  the  front-line  staff.  However,  middle  managers 
within  this  Ministry  have,  historically  come  up  through  the  organization  and  have  a 
very  technical  background.  Although  they  are  probably  more  comfortable  with  the 
technical  issues,  we  will  have  to  look  to  them  to  better  handle  the  human  issues,  not 
just  the  technical  ones.  What  we  need  to  do  is  refocus  the  middle  manager's 
attention  to  these  "softer"  issues  and  allow  the  front-line  staff  to  resolve  more  of  the 
technical  issues.  We  are  not  asking  that  middle  managers  do  more,  we  are  asking 
that  they  do  different  things.  They  will  need  support  from  senior  management  to 
accomplish  this  as  well  as  appropriate  training. 

At  the  same  time  as  the  role  of  management  is  being  redefined,  there  are  specialized 
areas  of  the  Ministry,  i.e.  the  Employment  Equity  Office  and  the  Human  Resources 
Branch,  which  can  take  a  lead  role.  However,  the  lead  role  taken  by  these  two  areas 
should  eventually  be  transferred  to  the  managers  as  they  begin  to  understand  their 
new  role  and  become  more  directly  accountable  for  the  fairness  and  equity  of  the 
employment  systems.  In  this  way,  the  role  of  the  Employment  Equity  Office  and  the 


Human  Resources  Branch  can  change  from  what  is  perceived  as  a  "watchdog"  or 
"policing  rote  "  to  one  of  supporter  and  educator. 

The  third  key  recommendation  relates  to  the  issues  created  when  there  are 
inconsistent  communications.  Many  of  the  barriers  experienced  by  both  designated 
and  Non-Designated  groups  occur  because  staff  are  not  aware  of  how  some  of  the 
systems  operate,  why  decisions  are  being  made,  or  that  career  opportunities  exist- 
they  are  not  being  consistently  informed  of  important  information  that  can  affect  their 
future  within  our  Ministry. 

Although  "communication"  is  not  an  employment  system,  it  is  a  key  enabler  in 
ensuring  that  the  systems  operate  effectively.  Therefore,  we  believe  that 
communication  channels  must  be  established  to  ensure  that  all  employees  receive 
consistent  and  timely  information .  Technological  solutions  should  be  explored  in 
implementing  this  recommendation. 

This  report  not  only  identifies  these  three  "key"  recommendations  but  it  also  outlines 
the  specific  barriers  identified  that  relate  to  the  employment  systems  and  proposed 
recommendations  that  will  remove  these  barriers.  Details  on  these  recommendations 
can  be  found  in  the  various  sections  related  to  the  employment  systems.  We  have 
outlined  the  recommendations  in  general  format  and  then  included  more  specific 
details  and  suggestions  that  will  assist  in  their  implementation. 

Once  these  recommendations  have  been  approved  by  the  Deputy  Minister,  we  believe 
that  a  committee  should  be  formed  with  the  responsibility  of  ensuring  that  these 
recommendations  are  implemented.  In  order  to  assist  in  the  implementation,  we  have 
provided  a  change  strategy. 

A  change  strategy  is  a  key  component  of  the  ESR.  It  provides  a  platform  for  the 
successful  implementation  of  recommendations  and  sets  the  current  scene  within  the 
Ministry.  A  change  strategy  is  not  an  implementation  plan  detailing  the  who,  what 
and  when  of  implementation.  Rather,  the  change  strategy  answers  the  question 
"What  strategy  should  we  adopt  to  ensure  that  the  implementation  process  is 
effective? " 

The  strategy  for  change  must  win  commitment  and  support  of  all  employees,  in  part, 
by  correcting  misunderstandings  about  the  nature  of  employment  equity  in  the 
Ministry.  All  employees  need  to  understand  how  fair  and  equitable  employment 
practices  play  out  in  everyday  work  situations.  They  should  also  understand  that 
there  are  solid  "business"  reasons  for  strengthening  employment  systems  and  that 
everyone  can  benefit  by  these  changes. 

Accountability  of  all  management  levels  is  imperative  for  a  successful  change  process. 
Since  we  are  a  "top-down"  organization,  the  key  players,  who  can  successfully 
implement  change,  are  at  the  senior  management  levels.  These  players  include  both 
the  Deputy  Ministers  who  must  be  the  "Champions  of  the  Cause  "  and  act  as  the 


executive  sponsors.  This  is  also  consistent  with  the  directives  from  Management 
Board  Secretariat  regarding  the  ESR  process  and  the  responsibility  of  the  Deputy 
Minister  in  ensuring  that  approved  recommendations  are  implemented. 

Along  with  these  two  key  players,  the  entire  senior  executive  will  have  to  play  a  very 
important  role  in  ensuring  that  employment-related  processes  are  treated  with  the 
same  level  of  importance  as  other  strategic  business  initiatives.  Eventually  all 
management  personnel  (with  input  from  front-line  staff)  will  play  a  role  in  defining 
their  exact  responsibilities  as  they  apply  to  the  overall  Ministry's  mission  and  strategic 
business  objectives. 
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SECTION  /- BACKGROUND 


This  section  provides  a  summary  on  the  purpose  of  an  Employment  Systems  Review 
(ESR)  and  the  process  followed  by  the  Employment  Systems  Review  Taskforce  in 
completing  the  former  Ministry  of  Revenue's  ESR. 


WHAT  IS  AN  EMPLOYMENT  SYSTEMS  REVIEW  (ESR)? 

An  Employment  Systems  Review  (ESR)  is  an  organizational  diagnostic  tool  which 
helps  an  organization  to  identify  employment  barriers  faced  by  members  of  designated 
groups  and  to  develop  a  strategy  to  remove  the  barriers.  Deputy  Ministers,  who  have 
responsibility  for  ensuring  employment  equity  in  their  ministry,  are  accountable  for 
implementing  approved  recommendations.  A  ministry  ESR  Taskforce,  appointed  by 
the  Deputy  Minister,  is  responsible  for  managing  the  ESR  process. 

The  review  focuses  on  changing  organizational  systems  and  practices  and  on  creating 
an  organizational  culture  which  attracts  and  retains  designated  groups  at  all  levels  in 
the  organization.  Employment  equity  designated  groups  are  those  groups  which, 
traditionally,  have  been  excluded  from  the  workforce  and,  when  employed,  tend  to 
be  concentrated  in  low-paying  or  specialist  jobs  and/or  excluded  from  jobs  with 
decision-making  responsibilities. 

Barriers  in  employment  systems  faced  by  designated  groups  may  also  have  an  adverse 
impact  on  other  employees.  Elimination  of  these  barriers  promotes  the  concept  of 
"Best  practice"  that  will  ensure  that  all  employees  may  participate  fully  in  the 
workplace  on  an  equal  footing. 

The  ESR  provides  a  framework  for  organizational  diagnosis,  problem  solving,  and 
developing  a  strategy  for  the  implementation  of  change.  The  two  dimensions  of  an 
ESR  are: 

•  Diagnosis  through  data  gathering  and  analysis  to  identify  barriers  in  the 
formal  and  informal  operations  of  the  organization.  Workforce  data  is 
analyzed,  files  and  documents  are  reviewed,  and  confidential  diagnostic 
interviews  are  conducted  with  Ministry  staff.  The  review  goes  beyond 
the  formal  systems  of  personnel  management  to  include,  for  example, 
management  practices,  culture,  structures  and  attitudes— racism,  sexism- 
-a/l  those  elements  of  employment  systems  which  present  barriers  to 
designated  groups. 

•  The  development  of  an  organizational  change  strategy  to  eliminate 
employment  barriers.  In  addition  to  identifying  what  needs  to  be 
changed,  emphasis  is  placed  on  providing  the  how  of  the  desired 
change.  Developing  the  readiness  of  the  organization  for  change. 


building  commitment,  and  generating  change  strategies  rooted  in  the 
realities  of  the  organization,  are  fundamental  to  the  ESR  process. 

The  key  outcomes  of  the  process  are: 

•  Identification  of  the  specific  and  generic  employment  barriers  faced  by 
designated  groups; 

•  Recommendations  for  removing  employment  barriers ; 

•  An  organizational  change  strategy  with  measures  of  success;  and 

•  Strengthening  of  management  accountability  for  the  implementation  of 
employment  equity. 

To  measure  progress  toward  equity,  designated  groups  must  be  identified.  Progress 
can  then  be  measured  by  comparing  Non-Designated  Group  members  (NDG)  and 
designated  group  members.  Prior  research  has  shown  that  members  of  designated 
groups  have  been  consistently  disadvantaged  when  seeking  employment,  training  and 
promotions.  There  are  five  designated  groups  in  the  Ontario  Public  Service  (OPS): 

•  Aboriginal  Peoples:  refers  only  to  Native/Aboriginal  Peoples  (defined  as 
North  American  Indians,  Metis  or  Inuit)  of  Canadian  or  United  States 
origin .  This  category  includes  persons  who  describe  themselves  as 
"Status  or  Registered"  or  "Non-Status"  Indians. 

•  Francophones:  refers  to  persons  for  whom  French  was  one  of  the 
languages  they  first  learned  at  home  in  childhood  and  still  understand. 

•  Persons  with  Disabilities:  refers  to  persons  who,  because  of  a  long-term 
or  recurring  physical  or  mental  condition,  experience  difficulties  in 
carrying  out  the  activities  of  daily  living. 

•  Racial  Minorities:  refers  to  persons  who,  because  of  their  race  or  colour, 
are  a  visible  minority  in  Canada. 

•  Women:  refers  to  all  women  including  those  women  from  the  above 
groups. 

The  mandate  of  the  ESR  is  to  identify  barriers  to  the  designated  groups  and  develop 
a  change  strategy  to  remove  these  barriers.  However,  our  study  of  the  related  issues 
shows  that  as  well  as  affecting  groups,  barriers  affect  individuals.  When  decisions 
are  made  using  employment  systems  that  include  barriers,  they  are  capable  of 
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selecting  people  that  may  not  be  the  best  available  candidates  for  employment,  career 
advancement,  developmental  assignments,  or  training.  As  a  result,  we  believe  that 
no  group  should  be  left  out  of  an  important  initiative  like  ESR,  especially  since  the  ESR 
promotes  fair  and  equitable  treatment  for  all:  the  Non-Designated  Group  (NDG) 
should,  therefore,  be  part  of  the  drive  for  inclusion. 

Getting  rid  of  barriers  will  mean  a  more  equitable  environment  for  all  employees.  The 
concept  of  "inclusion "  in  our  ESR  process  is  one  which  provides  a  benefit  to  the  entire 
Ministry,  while  still  ensuring  that  barriers  facing  designated  group  members  are 
removed. 


WHY  DO  AN  ESR? 

Population  trends  show  that,  by  the  year  2001 ,  up  to  eighty  percent  of  Ontario's 
workforce  will  be  members  of  the  five  designated  groups. 


Representation  of  Designated  Groups 
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Source:  Ontario  Public  Service  Employment  Equity  Annual  Report  June  1991  -  May  1992 


Successful  workplaces  of  the  future  must  attract,  develop  and  keep  the  best  and 
brightest  people  to  compete  effectively  in  the  workplace  regardless  of  their  group 
status. 
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Evidence  has  shown  that  there  is  a  pattern  of  inequity  for  those  in  the  designated 
groups  that  is  obvious  and  ongoing.  Judge  Abella's  "1984  Report  of  the  Royal 
Commission  on  Equality  in  Employment"  recommended  mandatory  employment  equity 
legislation  and  regulations  to  solve  traditional  patterns  in  employment.  Some  of  the 
evidence  cited  for  those  in  designated  groups  included: 

•  High  and  continuous  rates  of  unemployment;  and 

•  Absence  from  decision-making  positions  and  wage  gaps,  despite  equal 
educational  backgrounds. 

Equity  is  about  allowing  the  merit  system  to  work.  It  is  about  all  people  having  a  fair 
and  equal  chance  to  be  employed,  and  be  promoted  in  their  chosen  careers  within  the 
OPS.  For  the  government  to  be  successful  in  committing  itself  to  a  fair  and  equitable 
workplace,  it  must  represent  the  population  it  serves. 

As  defined  by  Management  Board  Secretariat,  "Systemic  discrimination  "  occurs  when 
policies  and  practices,  which  are  imbedded  in  employment  systems,  have  an  "adverse 
impact "  on  members  of  designated  groups.  Systemic  discrimination  results  historically 
from  the  belief  that  white  able-bodied  males  are  the  model  employee  for  any 
organization.  Policies,  practices  and  procedures  based  on  that  model  have  become 
so  imbedded  in  the  values  and  culture  of  the  organization  as  to  become  almost 
invisible,  yet  they  present  substantial  barriers.  They  are  "the  way  we  do  things 
around  here  ".  They  are  seldom  questioned  and,  therefore,  are  difficult  to  change. 

On  the  surface,  these  policies  and  practices  appear  reasonable  and  bona-fide.  In  using 
these  policies  and  practices,  however,  members  of  designated  groups  may  be 
excluded  from  opportunities  to  participate  fully  in  the  workforce.  As  an  example, 
former  requirements  for  police  officers  were  a  minimum  weight  of  160  pounds  and 
a  minimum  height  of  5' 8"  which  excluded  most  women  and  many  members  of  Asian 
communities.  It  was  determined  that  being  physically  large  did  not  mean  one  could 
automatically  restrain  a  law-breaker. 

Discriminatory  practices  may  also  have  an  adverse  impact  on  employees  who  are  not 
members  of  designated  groups.  Elimination  of  these  barriers  will  allow  all  employees 
to  compete  on  merit. 

The  OPS  has  adopted  the  principle  that  our  workforce  should  mirror  the  population  it 
serves.  The  first  step  in  the  ESR  was,  therefore,  to  study  the  existing  Workforce 
Profile.  This  Profile  is  the  result  of  a  questionnaire  completed  by  all  employees  as  they 
join  the  Ontario  Public  Service.  Since  the  questionnaire  is  a  self-declaration,  the 
information  is  subject  to  the  completeness  of  the  information  given. 

The  most  current  information  available  from  Statistics  Canada  at  the  time  of  our  data 
analysis  was  for  the  year  1986.  As  a  result,  our  ability  to  determine  the  more  recent 
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diversification  of  our  work  force  was  hampered.  Nine  year  old  data  does  not 
accurately  reflect  today's  designated  group  reality  in  Ontario  communities  since 
projections  clearly  indicate  that  the  percentage  of  designated  group  representation  will 
continue  to  increase. 

The  following  is  some  information  about  designated  group  representation  obtained 
from  the  data  analysis  of  the  former  Ministry  of  Revenue.  (Some  of  this  information 
is  also  available  in  graph  form  in  Appendix  A.) 

Aboriginal  Peoples: 

•  Generally  under-represented  compared  to  the  population  except  in 
Southwestern  Ontario. 

•  The  Aboriginal  males  employed  at  Revenue  are  primarily  in  the  Property 
Assessment  group. 

•  There  are  no  Aboriginal  Peoples  in  the  Senior  Management  Group  (SMG). 
Racial  Minorities: 


•  Well  represented  overall,  but  with  low  representation  in  the  Northeast, 
Southwest  and  East  Regions. 

•  Have  low  representation  in  the  Property  Assessor  group  even  though  it 
is  one  of  the  largest  occupational  groups  in  Revenue  (approx.  25%). 

•  Men  are  concentrated  in  Financial  Groups  and  Systems  Officer  Groups. 

Francophones: 

•  Well  represented  in  all  geographic  locations  except  the  Northeast. 

•  Women  are  concentrated  in  the  Office  Administration  Group  (OAG). 

•  Women  have  low  representation  in  General  Administration,  Property 
Assessor  and  Financial  Officer  Groups. 

•  Men  are  concentrated  in  Property  Assessor  and  Administrative  Groups. 

•  Women  are  not  represented  in  the  SMG. 

Women: 


•  Under-represented  everywhere  except  the  Central  region  where  they  are 
virtually  represented  equally. 

•  Heavily  concentrated  in  the  OAG  series. 

•  Low  representation  in  the  Assessment  career  path. 

•  Low  representation  in  the  SMG. 
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Persons  with  Disabilities: 


•  Under-represented  in  all  regions. 

•  Very  few  in  number:  Women  are  concentrated  in  OAG  and  men  are 
concentrated  in  Property  Assessment. 

•  Low  representation  of  men  and  no  women  represented  in  the  SMG. 

Non-Desianated  Group: 

•  No  regional  breakdown  is  available  from  the  Statistics  Canada  Census. 

•  Comprised  36%  of  Revenue  in  May,  1992. 

•  Dominate  the  SMG  in  percentage  terms  (74%  of  SMG  are  NDG  as  of 
May,  1992). 

•  Heavily  concentrated  in  Assessment  and  Systems  Administrators  career 
paths. 

Other  Findings: 

•  There  is  a  concentration  of  Women  in  lower  job  categories. 

•  The  Non-Designated  Group  dominates  positions  of  authority. 

•  Women,  Aboriginal  Peoples,  and  Persons  with  Disabilities  are  not 
comparably  represented  in  the  workplace  to  mirror  the  general 
population. 

•  On  the  basis  of  average  salary.  Racial  Minority  men  have  the  highest 
salary  of  any  group.  However,  this  group  is  predominantly  employed  in 
financial  and  systems  areas. 

Based  on  the  data  analyzed,  there  is  a  dear  need  to  ensure  that  employment  systems 
do  not  encourage  or  support  distortions  that  exist  today  in  the  Ministry. 

Few  people  will  identify  themselves  as  being  unfair,  however,  our  Ministry's  present 
workforce  profile  is  a  result  of  past  hiring  and  promotional  practices.  These  practices, 
though  not  intended  to  be  exclusive,  came  from  a  time  when  the  workforce  was 
almost  exclusively  white,  able-bodied  males.  Models  were  informally  developed  to 
make  sure  the  Ministry  could  effectively  deliver  programs  and  services.  If  the  person 
who  most  successfully  delivered  those  services  came  from  a  certain  educational  and 
experience  background,  then  members  of  that  group  may  have  had  an  advantage  in 
the  selection  process. 

Our  previous  employment  systems,  when  applied  to  a  work  population  that  was  all 
the  same,  may  not  always  select  the  best  individual  available.  What  is  dear  is  that 
our  society,  from  which  we  must  select  employees  and  which  forms  the  population 
we  serve,  is  no  longer  all  the  same.  If  we  are  still  modelling  employment  system 
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practices  on  past  experiences  without  recognizing  new  realities,  then  we  will  not  be 
choosing  the  best  candidates  for  the  future. 


SUMMARY  OF  THE  ESR  PROCESS  IN  THE  FORMER  MINISTRY  OF  REVENUE: 

1.  Formation  of  the  Taskforce: 

The  ESR  is  an  open,  consultative  process  which  builds  a  partnership  between 
management  and  the  union.  This  partnership  depends  upon  the  participation 
of  all  Ministry  employees.  For  this  reason,  the  Taskforce  was  co-chaired  by 
one  member  of  the  SMG  appointed  by  the  Deputy  Minister  and  a  union 
representative  selected  by  the  Ontario  Public  Service  Employees  Union 
fOPSEU). 

The  two  co-chairs  prepared  an  advertisement  for  posting  throughout  the 
Ministry.  From  the  applicants,  12  staff  were  selected  (six  from  the  bargaining 
unit  and  six  from  management  excluded).  The  staff  chosen  included  members 
from  designated  and  Non-Designated  Groups  and  a  variety  of  occupational 
groups  and  regions. 

We  were  supported  by  a  project  manager,  a  project  assistant  and  resource  staff 
from  the  Human  Resources  Branch,  the  Employment  Equity  Office,  the 
Communications  Branch  and  the  former  Ministry  of  Revenue  Library. 
Management  Board  Secretariat  assisted  in  establishing  and  training  the  Ministry 
Taskforce. 

We  adopted  a  consensus  approach  to  decision-making  throughout  the  course 
of  the  project  when  conducting  specific  review  tasks.  We  identified  areas  of 
interest  for  sub-committee  work  and  selected  sub-committee  leaders  using  a 
peer-selection  process.  As  required,  additional  staff  from  outside  our  Taskforce 
were  used  to  supplement  the  sub-committee  membership.  (A  complete  listing 
of  employees  involved  with  the  process  is  contained  in  Appendix  B.) 

2.  Communications: 

A  communications  committee  was  formed  with  responsibility  for  developing 
and  implementing  an  ESR  communications  strategy.  The  objective  of  the 
strategy  was  to  share  relevant  information  concerning  the  rationale  for  the  ESR 
and  to  provide  ongoing  status  reports.  A  special  edition  of  "ReveNews"  was 
produced  in  February  1993  which  was  entirely  dedicated  to  the  ESR  process. 
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In  addition,  information  sessions  were  developed  and  presented  to  staff  during 
several  stages  of  the  project: 

•  At  the  initial  stage  to  provide  staff  with  information  on  the  ESR  process 

•  During  the  recommendation  development  stage  to  provide  the 
opportunity  for  input  on  possible  recommendations  as  well  as  to  provide 
an  opportunity  for  testing  some  of  the  proposed  recommendations. 

Approximately  800  packages  outlining  general  information  about  the  ESR 
process  as  well  as  some  of  the  findings  were  distributed  to  the  following: 

•  Employment  Equity  Representatives 

•  "Ministry  of  Revenue  "  OPSEU  stewards 

•  Members  of  the  SMG 

•  Participants  in  the  interviews  and  focus  group  sessions 

•  Special  Interest  Groups 

A  dedicated  voice-message  telephone  number  and  E-mail  address  were  provided 
to  all  staff  to  allow  for  their  input  and  comments. 

3.  Data  Gathering: 

To  assist  in  the  data  gathering,  four  specific  committees  were  formed: 

(i)  Data  Analysis  Committee 

As  mentioned  earlier,  the  Workforce  Profile  of  the  former  Ministry  of 
Revenue  was  analyzed  in  conjunction  with  the  Statistics  Canada  Census 
of  1986.  Additional  analysis  was  conducted  on  Ministry-specific  data, 
i.e.  grievances,  movement  between  compensation  groups,  etc.  (Details 
of  the  methodology  used  along  with  several  graphs  are  located  in 
Appendix  A.) 

(ii)  Documentation  Review  Committee 

The  focus  of  the  document  review  was  on  Ministry-developed  formal 
documented  policies,  procedures  and  employment-related 
documentation  which  support  the  Ministry's  specific  employment 
systems.  (Further  information  on  the  documentation  review  can  be 
found  in  Appendix  C.) 

Through  the  document  review,  written  data  on  the  formal  organization 
was  gathered  to  determine  the  extent  to  which  it  may  have  contributed 
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to  the  inequities  faced  by  designated  groups  in  the  Ministry.  The  review 
pro  vided  in  forma  tion  on: 

1)  the  Ministry's  official  approach  to  managing  its  employees; 

2)  policy  or  procedural  barriers  to  full  participation  in 
employment  by  designated  group  members; 

3)  the  impact  of  these  policies  and  procedures  through  a 
review  of  documentation  such  as  competition  files;  and 

4)  issues  to  be  followed  up  through  diagnostic  interviews  with 
Ministry  staff. 

(Hi)  Interview  Committee 

An  organization's  formal  systems  and  its  structure,  which  are  visible,  are 
part  of  the  formal,  overt  organization.  These  form  the  tip  of  the  iceberg. 
Culture,  attitudes,  values,  group  norms,  feelings,  and  informal  systems 
constitute  the  much  larger  informal  organization. 

To  make  equity  happen,  change  is  required  in  both  the  formal  and 
informal  aspects  of  the  organization.  Staff  interviews  provide  access  to 
the  informal  organization  and  complement  the  document  review. 

We  decided  to  interview  the  staff  using  two  different  methods: 
individual  interviews  and  focus  group  sessions.  A  consultant,  Key 
Learning  Group,  was  retained  to  provide  us  with  assistance  in  developing 
the  interview  and  focus  group  questionnaires,  conducting  the  interviews 
and  focus  groups,  and  analyzing  the  results.  The  use  of  the  consultant 
not  only  provided  us  with  their  expertise  but  also  helped  staff  feel  more 
secure  that  their  comments,  during  the  interview,  would  remain 
confidential. 

We  obtained  results  from  two  sets  of  information.  One  set  included  the 
factual  experiences  interviewees  related  to  the  consultant  regarding  their 
exposure  to  the  employment  systems  (i.e.  the  actual  process  used  to 
hire  them).  The  second  set  included  interviewees'  perceptions  and 
beliefs  regarding  how  these  systems  were  being  used  on  a  day-to-day 
basis. 

These  results  yielded  information  about: 

•  How  effectively  the  employment  systems  appear  to  be  working; 

•  What  specific  barriers  exist  for  members  of  the  OPS  designated 
groups  in  these  systems;  and 
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The  beliefs  employees  held  regarding  how  fair  and  equitably  they 
have  been  treated. 


In  addition  to  information  gathered  by  Key  Learning  Group,  the  Interview 
Committee  heard  presentations  from  several  Special  Interest  Groups  both 
within  the  Ministry  and  OPS-wide.  (More  detailed  information  on  the 
Interview,  Focus  Group  and  Special  Interest  Group  process  is  available 
in  Appendix  DJ 

(iv)  Audit  Review  Committee 

This  committee  was  formed  to  review  a  sample  of  Audit  Services  Branch 
audits  and  report  on  any  issues  raised  during  the  course  of  those  audits 
which  would  assist  in  identifying  the  existence  of  systemic  barriers. 
While  the  ESR  process  works  towards  establishing  whether  there  are 
systemic  barriers  within  our  existing  policies,  procedures  and  practices, 
the  Audit  Services  Branch  Audit  objective  is  to  determine  whether  or  not 
the  established  policies,  procedures  and  practices  are  being  followed. 
Barrier  identification  is  made  by  them  only  to  the  extent  of  identifying 
breaches  to  current  policies,  procedures  or  practices.  However,  we 
noted  some  systemic  barriers  were  identified  in  the  Audit  Services 
Branch  Audit  reports.  (For  further  information  on  areas  reviewed  by  the 
Audit  Review  Committee  see  Appendix  E.) 

4.  Analysis: 

In  order  to  determine  any  patterns  and  relationships  between  the  data  gathered 
and  the  systemic  barriers  identified,  we  summarized  all  the  findings  on  a  matrix 
which  identified  the  barrier  and  the  designated  groups  and  the  employment 
systems  affected.  (This  summary  also  included  data  gathered  by  the 
Employment  Equity  Office  in  December,  1991  and  documented  in  the  report 
"Systemic  Barriers  to  the  Achievement  of  Employment  Equity  in  the  Ministry 
of  Revenue— Discussion  Paper  ").  This  summary  enabled  us  to  determine  where 
the  same  barrier  was  identified  from  several  sources  and  assisted  us  in 
determining  the  inter-relationships  between  barriers. 

The  result  of  this  analysis  was  that  there  were  approximately  30  issues  (many 
of  which  also  related  to  each  other).  We  prepared  a  summary  outlining  the 
details  of  the  issues  and  identifying  where  the  issues  related  to  one  another. 
This  information  was  then  used  to  assist  us  in  developing  recommendations 
that  were  both  specific  to  some  of  the  issues  as  well  as  recommendations  that 
encompassed  several  issues. 
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Recommendation/Change  Strategy  Formulation: 


Section  IV  provides  details  on  some  of  the  factors  that  we  considered  in  the 
formulation  of  our  recommendations.  Insight  as  to  the  challenges  that  the 
Ministry  must  face  in  removing  some  of  the  barriers  were  outlined  in  the  report 
prepared  by  the  consultant.  Key  Learning  Group. 

Several  members  of  the  taskforce  formed  a  workteam  to  study  the  groupings 
of  issues  and  the  challenges  outlined  by  the  consultant  in  order  to  provide  more 
detailed  recommendations.  Some  of  the  major  recommendations  were  then 
discussed  with  a  representative  sample  of  employees  from  various  parts  of  the 
province.  (These  representative  groups  are  outlined  in  Appendix  F- 
Communications  Committee.) 

It  is  generally  recognized  that  the  recommendations  for  action,  resulting  from 
the  ESR  process,  will  require  an  effective  organizational  change  strategy  if  we 
are  to  move  our  Ministry  closer  to  the  achievement  of  our  respective 
employment  equity  objectives. 

Change  is  defined  as  a  planned  or  unplanned  response  of  an  organization  to 
pressures  which  stem  from  a  variety  of  sources  such  as  individuals,  teams,  and 
interest  groups  both  inside  and  outside  the  organization. 

Developing  a  change  strategy  requires  that  we  understand  how  our  organization 
responds  to  change  and  uses  certain  principles  as  considerations  for  designing 
an  organizational  change. 

Human  systems,  including  organizations,  have  a  strong  need  to  seek  certainty 
and  reduce  uncertainty.  Since  any  change  has  the  potential  to  increase 
uncertainty  and  discomfort/anxiety,  people  tend  to  resist  change. 
Consequently,  a  successful  change  strategy  deals  with  resistance  to  change  by 
actions  that  reduce  the  uncertainty  and  the  discomfort  of  people  in  the 
organization. 

Our  change  strategy  is  outlined  in  Section  X.  It  was  developed  by  a  sub-group 
of  the  taskforce  and  is  based  upon  our  knowledge  of  the  Ministry  culture  and 
climate. 
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SECTION  //-EMPLOYMENT  SYSTEMS 


The  Employment  Systems  reviewed  during  the  process  were: 

PERSONNEL  MANAGEMENT 
Entry  Systems 

recruitment 

selection 

employee  orientation 
probation 
Retention  Systems 

performance  management 
training 

career  development  and  mobility 
working  conditions 
Separation  Systems 

discipline ,  lay-off  and  termination 

CULTURE/CL/MATE 

STRUCTURE 

This  section  describes  what  is  included  within  the  Personnel  Management  Systems. 
Section  Hi  will  discuss  the  Culture/C/imate  and  Structure. 


PERSONNEL  MANAGEMENT 

Entry  Systems: 

•  Recruitment 

The  main  purpose  of  the  recruitment  process  is  to  attract  a  diverse  pool 
of  qualified  applicants.  Recruitment  systems  are  closely  linked  with 
selection  systems. 

Included  within  recruitment  would  be  "Area  of  Search "  and 
"Advertising ". 

•  Selection 

Selection  systems  ensure  a  qualified  candidate  fills  each  available 
vacancy  in  the  organization.  /4s  mentioned ,  selection  systems  are 
closely  linked  with  recruitment  systems.  >4s  well,  selection  systems 
should  be  linked  to  orientation  and  probation  systems  so  the  selected 


applicant  has  every  opportunity  to  become  fully  integrated  into  the 
organization  and  is  able  to  successfully  fulfil  their  job  duties. 

Included  within  selection  would  be  Selection  Criteria,  Physical  Demands 
Analysis,  Waivers,  Screening,  Testing,  Interview  Panels  and  the 
Interview  Process. 

•  Orientation 

Orientation  systems  help  a  new  employee  become  adjusted  to  the  work 
environment.  If  done,  effectively,  the  employee  feels  welcome  and 
supported  while  learning  how  the  organization  works  and  how  their  job 
fits  into  it.  This  system  is  closely  linked  to  selection  systems  and 
probation  systems. 

Generally,  orientation  systems  are  both  formal  and  informal.  Formal 
orientations  provide  critical/essential  types  of  information  to  the  new 
employee.  Informal  orientations  reinforce  and  supplement  the  formal 
program. 

•  Probation 

Probationary  periods  are  meant  to  help  new  employees  gain  proficiency 
in  performing  their  job  duties.  As  well,  probation  is  a  formal  time  period 
for  both  the  employer  and  employee  to  confirm  "job  suitability"  (the 
match  between  the  employee  and  the  job).  These  periods  should 
incorporate  a  dear  discussion  of  job  responsibilities  and  accountabilities, 
development  of  an  appropriate  training  plan,  and  provision  of  regular 
feedback  and  support.  This  is  the  final  step  in  the  Entry  Systems  and 
should  be  closely  linked  to  selection  and  orientation. 

Retention  Systems: 

•  Performance  Management 

The  primary  purpose  of  performance  management  is  to  identify  work 
objectives  and  expected  levels  of  performance  and  to  provide  employees 
with  ongoing  feedback  and  support  regarding  their  work  performance. 
In  many  organizations,  it  is  linked  with  other  Retention  Systems  such  as 
training,  career  development,  and  promotion.  It  may  also  be  linked  with 
separation  systems  such  as  discipline  and  termination. 
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•  Training  and  Development 

Training  activities  describe  the  elements  of  this  employment  system  that 
help  employees  develop  skills  to  satisfactorily  complete  their  current  job 
responsibilities.  Development  activities  refer  to  those  elements  of  this 
employment  system  that  help  employees  develop  skills  so  they  might 
progress  either  upwards  or  laterally  in  the  organization.  This  system 
should  have  linkages  to  performance  management  and  career 
development  for  both  the  identification  of  appropriate  training  needs  and 
the  provision  of  opportunities  to  further  develop  employees'  skills. 

•  Mobility 

Mobility  refers  to  how  employees  move,  or  prepare  themselves  to  move 
upward  or  laterally  through  an  organization.  In  the  Ministry,  mobility  is 
linked  to  recruitment/selection  and  training/development  systems. 

•  Working  Conditions 

Working  conditions  refer  to  those  issues  that  make  employees  feel 
welcome  and  valued  in  a  workplace  and  allows  them  to  fully  contribute 
to  the  organization.  Issues  included  within  this  system  would  include 
workplace  discrimination  and  harassment,  personal  safety,  and 
accommodation  for  special  needs. 

Separation  Systems: 

•  Discipline 

Discipline  is  used  in  situations  where  employees  do  not  meet  standards 
of  work  performance  or  who  breach  organizational  policies  and 
procedures.  Disciplinary  action  should  be  applied  consistently  and  must 
be  based  on  information  that  can  be  substantiated  and  on  measurable 
criteria.  Disciplinary  systems  are  usually  linked  with  Performance 
Management  Systems. 

•  Layoffs  and  Termination 

Included  in  this  area  would  be  the  use  of  "exit"  interviews. 
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SECTION  III--ORGANIZATIONAL  CULTURE ',  CLIMATE  AND  STRUCTURE 


Our  analysis  of  the  data  gathered  by  the  various  committees  led  us  to  two  types  of 
issues.  There  were  several  issues  that  became  "overarching"  and  related  to  the 
culture  and  climate  of  the  Ministry.  Other  issues  related  specifically  to  particular 
employment  systems. 

Our  belief  is  that,  unless  we  address  the  overarching  issues  involved  with  the  culture 
and  climate,  our  ability  to  successfully  address  issues  related  to  specific  employment 
systems  will  be  limited.  The  changes  will  not  have  a  long-lasting  effect  unless  we 
ensure  that  the  culture  within  the  Ministry  is  one  that  embraces  diversity  and  firmly 
believes  in  a  fair  and  equitable  workplace  for  all. 

In  order  to  address  this  significant  challenge,  we  will  begin  by  outlining  the  findings 
of  the  consultant  regarding  the  perceptions  of  Ministry  staff  about  the  culture  and 
climate  within  which  they  are  working. 

With  this  information  on  how  employees  perceive  this  Ministry,  we  can  then  see  how 
this  culture  may  currently  contribute  to  the  creation  of  systemic  barriers.  In  addition, 
knowledge  of  the  Ministry's  culture  will  assist  in  developing  a  change  strategy  that 
will  be  effective  in  removing  these  barriers. 


A.  THE  WAY  WE  ARE 

Organizational  culture  is  described  as  the  "way  we  do  things  around  here".  Climate 
is  a  measure  of  the  "way  it  feels  to  work  here".  The  diagram  on  the  following  page 
shows  the  major  components  that  impact  an  organization's  culture  and  climate.  The 
culture  and  climate  directly  affect  motivation  levels  in  an  organization  which  ultimately 
impact  performance  levels. 

In  assessing  the  culture/climate,  the  consultant  focused  on  the  elements  regarding 
organizational  values,  organizational  systems  and  management  behaviour. 


Ministry  Values 

Generally,  Ministry  employees  perceive  the  Ministry  as  emphasizing  the  following 
values: 

•  Productivity  (producing  at  high  levels); 

•  Competence  (doing  a  "good"  job); 

•  Professionalism  (the  manner  in  which  you  carry  out  your  work); 

•  Technology  (using  automated  tools  to  increase  productivity  and  accuracy);  and 

•  Client  service  (ensuring  clients  of  the  Ministry  are  dealt  with  humanely  and 
effectively). 


MOTIVATION 


V 


performance" 


Given  these  generalized  perceptions,  some  employees  clearly  believe  that  these  values 
are  emphasized  to  greater  or  lesser  degrees  in  their  specific  work  area. 

Some  employees  describe  receiving  contradictory  messages  regarding  the  relative 
priority  of  these  values.  For  example,  the  Ministry  might  say  it  believes  in  both 
productivity  and  client  service.  The  emphasis  on  completing  lots  of  forms 
(productivity),  however,  does  not  give  employees  the  time  to  truly  deal  with  clients 
in  a  service-oriented  way.  Therefore,  some  employees  believe  that  client  service  is 
really  not  valued  and  that  it  matters  much  more  whether  they  achieve  the  "paper 
productivity "  levels  set  by  management.  As  a  result,  many  employees  feel  frustrated 
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trying  to  live  up  to  the  contradictory  messages  communicated  through  the  Ministry's 
values. 


Ministry  Systems 

Decision  Making: 

Employees  describe  the  Ministry  as  being  hierarchical  in  structure.  As  a  result, 
almost  all  employees  characterize  decision-making  in  the  Ministry  as  being  "top- 
down  ".  Policy  decisions  are  made  at  senior  levels  and  these  decisions  are  then 
delegated  down  the  hierarchy  to  be  implemented  at  an  operational  level. 

Employees  experience  little  input  into  many  work-related  decisions.  Comments 
were  made  regarding  the  lack  of  consultation  with  employees  who  would  be 
implementing  decisions.  These  comments  are  more  pronounced  for  non- 
supervisory  employees. 

In  some  areas,  however,  non-supervisory  employees  feel  they  have  input  into 
how  their  day-to-day  work  is  completed  but  only  under  the  dear  direction  and 
control  of  management. 

Many  employees  feel  they  are  not  told  "why"  they  are  directed  to  complete 
tasks  in  specific  ways. 

Communica  tions: 

Like  decision  making,  communication  is  characterized  as  being  "top  down". 
Most  communications  start  at  a  senior  level  and  then  are  disseminated  to  the 
rest  of  the  organization.  However,  many  employees  believe  they  are  not  kept 
fully  informed  about  what  is  going  on  in  the  Ministry. 

For  example,  senior  management  discussed  the  importance  of  client  service  to 
the  Ministry.  Some  employees,  however,  are  not  receiving  that  message  in  any 
direct,  concrete  way. 

As  well,  accurate  feedback  loops  appear  to  be  lacking  in  our  Ministry. 
Managers  at  senior  levels  might  send  communications  but  are  not  always  sure 
whether  these  communications  are  effective.  Managers  at  lower  levels  might 
not  share  accurate  feedback  with  higher  levels,  especially  if  the  information  is 
considered  to  be  "negative". 
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Rewards: 


Most  employees  believe  that  competence,  hard  work,  dedication  and  continued 
development  are  behaviours  that  are  demanded  of  them.  However,  these 
employees  believed  there  is  no  dear  link  between  performance  and  rewards. 
When  clarified,  this  statement  includes  more  references  to  career  development 
and  management  recognition  than  to  monetary  rewards. 


Management  Behaviour 

Overall,  most  employees  feel  that  the  business  of  the  Ministry  is  better  managed  than 
the  people  in  it.  This  conclusion  seems  congruent  with  the  opinion  by  many 
employees  that  some  managers  are  technically  competent  but  do  not  always  possess 
similar  levels  of  human  relations  skills. 

Many  employees  feel  over-controlled  by  the  many  layers  of  management.  Employees 
also  believe  empowerment  is  not  really  emphasized  in  most  work  areas.  For  example, 
employees  said  that  some  managers  talked  about  professionalism  and  competence  but 
then  did  not  behave  in  ways  that  treated  employees  as  competent  professionals. 

Furthermore,  employees  at  lower  levels  talk  about  a  "class"  system  in  the  Ministry 
such  that  employees  with  credentials  are  perceived  as  being  more  highly  valued  than 
those  without  credentials. 

Finally,  many  employees  expressed  appreciation  regarding  management's  efforts  to 
be  flexible  regarding  working  arrangements. 


OPSEU 

Employees  offered  mixed  opinions  on  the  role  of  OPSEU  in  the  Ministry's  culture. 
Some  employees  believe  that  union  involvement  is  beneficial  to  them,  while  others  do 
not. 

Many  employees  characterize  OPSEU's  traditional  involvement  as  being  reactive  rather 
than  proactive.  Employees  think  the  union  becomes  involved  in  activities  that  "defend 
or  protect"  employees  rather  than  proactively  working  with  management  to  create  a 
better  organization.  Most  employees,  however,  think  there  is  a  shift  beginning  to  a 
more  collaborative  relationship  between  management  and  the  union. 

Employees  generally  believe  that  OPSEU  communicates  effectively  to  members  and 
they  can  always  get  accurate  information  about  union  activities. 
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Some  employees  believe  that  OPSEU  is  a  parallel  bureaucracy  with  similar 
structure/practices  as  those  outlined  for  the  Ministry.  In  addition,  some  members 
from  designated  groups  think  that  OPSEU's  hierarchy  is  not  representative  of  them  as 
members  (i.e.  less  than  a  visible  presence  of  members  from  designated  groups). 


Other  Comments 

Employees  believe  there  are  two  distinct  sub-cultures  in  our  Ministry,  although  they 
share  many  of  the  characteristics  we  have  already  described.  One  culture  is 
characterized  as  "head  office  "  and  the  other  is  characterized  as  "field  offices ". 

Employees  consider  head  office  to  have  a  more  competitive  climate.  As  well, 
employees  believe  it  receives  a  larger  share  of  Ministry  resources,  and  information  can 
be  accessed  more  easily  at  this  location. 

Field  offices  (those  offices  outside  of  Oshawa)  are  described  as  "a  world  of  their 
own",  with  the  accompanying  isolation  from  many  Ministry  activities.  However, 
employees  also  describe  these  offices  as  having  smaller,  potentially  more  supportive 
work  groups. 

Employees  characterize  the  major  functional  areas  (assessment  and  taxation)  as  being 
representative  of  these  distinct  sub-cultures.  Assessment  is  considered  to  be  more 
closely  related  to  "field  offices"  while  taxation  is  considered  to  be  more  like  "head 
office ". 

Province  of  Ontario  Savings  Offices  (POSO)  are  described  as  a  "separate  entity"  with 
little  relationship  to  the  rest  of  the  Ministry.  Employees  in  these  offices  believe  they 
are  more  like  a  private  bank  or  trust  company.  As  a  result,  they  feel  constrained  in 
their  career  development  because  of  the  small  offices  and  lack  of  linkages  to  other 
employment  opportunities  in  the  Ministry.  (On  November  15,  1993,  POSO  became 
a  part  of  the  Ontario  Financing  Authority  which  is  a  Schedule  4  agency.) 

What  was  formerly  known  as  Information  Technology  Division  (ITD)  had  a  more  flat, 
project-oriented  structure.  Employees  in  this  functional  area  generally  felt  more 
satisfied  regarding  their  culture  and  climate. 


B.  HOW  DOES  THIS  CULTURE  IMPACT  ON  EMPLOYMENT  SYSTEMS 

Historically,  it  appears  that  many  of  the  elements  of  the  Ministry's  culture  developed 
to  support  business  needs.  Because  the  Ministry  deals  with  government  revenues, 
there  was  a  need  to  develop  a  hierarchy  that  would  competently  manage  and  control 
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these  systems.  As  a  result ,  the  layers  of  management  within  the  Ministry  have  been 
developed  with  a  dear  emphasis  on  "top-down  "  decision-making  and  communication. 

This  hierarchical  structure  can  be  effective.  However,  the  operating  culture,  in 
conjunction  with  a  decentralized  Ministry,  can  create  the  following  conditions: 

•  Diffusion  of  power  and  control  -  In  a  well-functioning  hierarchy,  power  and 
control  reside  at  the  highest  levels  and  can  be  exercised  appropriately  to  ensure 
all  employees  receive  dear  messages  regarding  organizational  values,  policies 
and  decisions. 

It  appears  that  the  Ministry  has  many  different  "centres  of  power".  A 
significant  number  of  employees  in  various  operations  describe  their  managers 
as  having  the  authority  to  run  an  office  in  a  way  that  might  emphasize  different 
values  and  decisions  than  those  desired  by  senior  management.  Lack  of  dear 
accountability  (controls)  for  managers  below  the  senior  level  create 
circumstances  where  the  organization's  employment  systems  can  be  employed 
in  a  manner  that  might  be  less  than  fair  and  equitable. 

•  Inconsistent  communication  -  If  initial,  top-down  communications  are  unclear 
and  effective  feedback  mechanisms  (controls)  are  not  created  and  used, 
employees  may  receive  inconsistent  messages  regarding  the  Ministry's 
operations.  As  a  result,  some  employees  may  not  receive  important 
information  regarding  the  Ministry's  systems  and  operations  that  would  help 
them  understand  and  access  a  wider  range  of  employment  opportunities. 

•  Differential  treatment  -  If  dear  lines  of  centralized  accountability  are  not  built 
into  the  hierarchy,  especially  regarding  human  resources  issues,  managers  could 
base  employment  decisions  on  personal  assumptions  rather  than  organizational 
values. 


C.  THE  WAY  WE  WANT  TO  BE 

What  we  want  to  create  within  the  Ministry  is  an  environment  that  embraces  diversity 
because  our  differences  can  make  us  stronger  as  a  whole.  We  want  to  ensure  that 
all  present  and  future  employees  have  a  fair  and  equal  chance  to  develop  their 
abilities,  realize  their  expectations  and  make  the  best  contribution  they  can  to  the 
Ministry.  In  other  words,  what  we  want  to  achieve  is  employment  equity  while  still 
embracing  the  merit  principle.  In  order  to  accomplish  this,  some  of  the  culture  (i.  e. 
the  way  we  do  things)  within  the  Ministry  will  need  to  change.  During  the  interview 
and  focus  group  process,  an  insight  to  how  dose  we  are  to  achieving  this  goal  could 
be  found. 
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When  asked,  employees  shared  a  wide  variety  of  opinions  on  employment  equity  as 
an  initiative  in  the  Ministry. 

Employees  do  not  share  a  common  view  on  the  definition/purpose  of  employment 
equity.  Many  employees  (even  those  at  managerial  levels)  cannot  offer  an  accurate 
statement  of  these  issues.  Most  often,  designated  group  members  state  a  more 
accurate  definition/purpose  of  employment  equity.  Many  employees  who  are 
members  of  the  Non-Designated  Group  consider  employment  equity  to  be  "reverse 
discrimination"  and  feel  their  own  career  opportunities  are  now  non-existent  in  the 
Ministry. 

Some  employees  believe  that  employment  equity  is  being  implemented  in  less  than  a 
fair  and  equitable  manner.  These  employees  believe  that  "quotas"  are  driving  the 
hiring  of  designated  group  members,  and  qualifications/merit  are  not  always  taken  into 
account. 

In  terms  of  employment  equity,  employees  offered  the  following  suggestions  for 
implementing  changes  in  regard  to  the  employment  systems/practices. 

•  Ensure  messages  given  to  employees  about  employment  equity  emphasize  the 
benefits  for  all  employees. 

•  Ensure  a  realistic  agenda/timeframe  is  set  for  implementing  employment  equity 
initiatives. 

•  Clearly  communicate  the  position  of  employment  equity  initiatives  in 
relationship  to  other  Ministry  priorities. 

•  Consider  how  employment  equity  initiatives  are  best  implemented  given  the 
Ministry's  culture/climate. 

•  Include  important  stakeholder  groups  in  the  planning  and  implementation  of 
employment  equity  initiatives. 

•  Maximize  the  involvement  of  employees  who  are  optimistic  and  committed  in 
planning/implementing  employment  equity  initiatives. 

•  Keep  all  staff  informed  about  the  progress  of  these  changes,  especially  those 
employees  with  concerns  about  the  potential  impact  of  employment  equity 
initiatives. 

•  Help  managers  gain  relevant  knowledge/skills  to  implement  these  changes  and 
visibly  support  their  efforts.  Set  dear  and  appropriate  standards  for  measuring 
how  well  they  implement  these  changes. 

It  is  this  latter  point,  which  leads  us  to  what  we  believe  is  a  key  issue  that  must  be 
addressed  if  we  want  to  affect  any  meaningful  change  within  this  Ministry. 
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SECTION  IV--HOW  DO  WE  GET  THERE 


When  analyzing  the  data  gathered  by  the  various  committees,  there  are  clearly  several 
issues  which  are  not  specifically  related  to  employment  systems-they  are  all- 
encompassing  issues  that  we  must  address  in  order  to  be  successful.  The  issues  that 
continuously  arose  during  our  analysis  were: 

•  Commitment  to  Employment  Equity 

•  Communications 

•  Culture-including  the  acceptance  of  the  diversity  of  the  various  designated 
groups,  stereotyping  and  harassment  and  safety  issues. 

As  mentioned  earlier,  although  the  hierarchical  structure  of  the  Ministry  can  be 
effective,  the  Ministry's  operating  culture  can  create  conditions  which  impede  our 
progress  towards  employment  equity  such  as: 

•  "Top  down "  decision  making 

•  "Technical"  managers-work  is  managed  better  than  the  people 

•  Inconsistent  communication 

•  Diffusion  of  power  and  control 

•  Differential  treatment  resulting  from  lack  of  dear  lines  of  accountability. 

This  cultural  backdrop,  in  conjunction  with  the  issues,  can  only  be  successfully 
addressed  with  the  co-operation  of  all  levels  of  management.  Senior  management 
must  develop  appropriate  policies  and  procedures.  Middle  management  will  be 
instrumental  in  implementing  the  policies  and  procedures  developed  by  the  Senior 
Management  Group  (SMG).  Their  effectiveness  in  this  implementation  directly 
impacts  on  the  front-line  staff. 

Middle  managers  are  a  very  important  group  who  face  many  of  the  same  issues  as  the 
other  staff.  They  do  not  always  feel  empowered,  nor  do  they  receive  consistent 
communications  or  understand  why  certain  policies  are  implemented.  Yet,  they  are 
also  a  group  who  have,  generally,  come  up  through  the  organization  and  have  a  very 
technical  background. 

To  effect  any  significant  change  in  successfully  creating  an  equitable  workplace,  we 
must  reconsider  what  the  middle  manager's  job  should  involve.  Although  they  are 
probably  more  comfortable  with  the  technical  issues,  we  will  be  looking  to  them  to 
better  handle  the  human  issues,  not  just  the  technical  ones.  They  will  need  support 
from  senior  management  to  accomplish  this  as  well  as  appropriate  training. 

(Our  society  has  become  very  well-educated.  Front-line  staff  are  more  intellectually 
committed  to  their  jobs  and  require  more  involvement,  participation  and  autonomy  in 
their  work.  The  "knowledge  worker"  of  today  will  be  able  to  handle  the  technical 


issues  thereby  allowing  the  managers  to  concentrate  their  efforts  on  the  strategic 
planning  and  human  resources.) 

A  dear  message  must  be  sent  out  that  we  are  not  asking  managers  to  do  more.  We 
are  asking  them  to  do  other  things.  Their  role  needs  to  be  rebalanced  to  be  more 
strategic  and  less  operational. 


KEY  RECOMMENDA  TION 

The  role  of  managers  should  be  shifted  to  one  that  is  more  strategic  rather  than 
operational.  WE  ARE  NOT  ASKING  THEM  TO  DO  MORE.  WHA  T  WE  ARE 
ASKING  IS  THAT  THEY  DO  OTHER  THINGS. 


This  change  in  the  middle  management  role  will  not  necessarily  be  a 
simple  thing  for  them  to  embrace.  It  is  much  easier  to  feel  job 
satisfaction  more  quickly  when  in  an  operational/task-oriented  mode. 
Successes  and  job  satisfiers  on  the  human  resource  side  of  a  manager's 
job  usually  take  longer  to  achieve  and  are  harder  to  measure. 

In  addition ,  performance  management  of  these  "softer"  management 
functions  is  difficult  to  measure  and  therefore  makes  it  more  difficult  to 
ensure  accountability.  However,  if,  as  the  consultant's  findings 
illustrate,  there  is  a  diffusion  of  power  and  some  of  the  managers 
perceive  themselves  as  a  "power  centre",  then  there  is  also  a  lack  of 
accountability. 

In  order  to  accomplish  a  change  in  the  role  of  managers,  we  need  to 
develop  an  organization  that  is  tolerant  of  risk— this  concept  of  risk  is 
something  that  does  not,  generally,  come  easily  to  people  within  the 
public  service.  A  strategic  vision  must  be  developed  that  clearly  outlines 
the  need  for  a  fundamental  change  or  rebalance  of  the  role  of 
management  and  to  limit,  or  frame,  the  degree  of  risk  that  we  can 
tolerate.  In  addition,  support  in  the  form  of  training  must  be  provided  to 
assist  managers  in  this  transformation. 

Also,  there  needs  to  be  a  strategic  framework  within  which  managers 
operate. 


23 


KEY  RECOMMENDA  TION 

A  strategic  framework  and  Ministry  mission  statements  must  be  developed 
which  include  the  need  for  awareness,  commitment,  folio w-up  and  consistency. 
The  focus  of  the  Ministry  must  support  inclusion,  training  and  the  merit 
principle. 


When  we  describe  the  importance  of  strategic  planning,  it  is  important 
to  understand  the  process  we  have  in  mind-not  just  the  concept  of 
strategic  planning.  We  believe  that  we  need  to  deploy  an  executive- 
driven  process  that  defines  the  business  that  we  should  be  in,  and  the 
values  that  we  hold,  leading  to  a  well  thought-out  statement  of  the 
Ministry's  mission  and  values.  (We  understand  that  "Integration 
Phase  2— Project  Framework"  is  developing  a  Ministry  vision,  strategic 
plan  and  mission  statements.  The  direction  for  this  integration  initiative 
must  have  the  full  commitment  and  direct  involvement  of  the  most 
senior  executive,  i.e.  the  Deputy  Ministers.) 

Once  this  strategic  framework  and  mission  statement  have  been 
developed.  Assistant  Deputy  Ministers  would  then  work  with  their  staff 
to  identify  the  specific  deliverables  and  values  that  apply  to  their 
division,  and  the  improvements  necessary  to  their  operations  and 
processes  that  would  support  the  mission  and  values.  These  would  then 
be  reflected  in  a  Divisional  statement  which  would  be  further  examined 
by  each  branch  and  section  in  order  to  produce  their  own  local 
statements.  These  statements  would  then  become  the  frameworks 
within  which  front-line  staff  would  make  proposals  for  improvements. 
They  also  would  describe  the  extent  of  empowerment  staff  would  have 
for  day-to-day  decision-making  and  would  provide  a  focus  for  the  work 
to  be  done. 

Strategic  planning  mechanisms  of  this  type  would  allow  for  the 
delegation  of  decision-making  in  a  disciplined  way,  and  enable 
management  attention  to  focus  on  human  resource  issues.  Such 
mechanisms  would  also  define  and  transmit  the  values  that  must  guide 
our  internal  and  client  relationships,  and  would  strengthen  the 
accountability  chain  in  a  meaningful  way. 


The  present  organization  has  all  the  employment  systems  in  place  but,  as  will  be 
discussed  later,  these  systems  do  not  always  connect  to  each  other  or  to  the 
decision-making  process.  If  we  can  rebalance  the  management  role  and,  in  its 
rebalanced  role,  management  understands  the  culture  (i.e.  risk  taking,  working  with 
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diversity,  etc),  we  would  expect  that  this  new  "vogue"  management  would  connect 
up  all  the  employment  systems  and  make  the  organization  successful. 

At  the  same  time  as  the  role  of  management  is  being  redefined,  there  are  specialized 
areas  of  the  Ministry,  i.e.  the  Employment  Equity  Office  and  the  Human  Resources 
Branch,  who  can  take  a  lead  role  in  developing  some  of  the  connectors  within  the 
employment  systems.  However,  the  lead  role  taken  by  these  two  areas  should 
eventually  be  transferred  to  the  managers  as  they  begin  to  understand  their  new  role 
and  become  more  directly  accountable  for  the  fairness  and  equity  of  the  employment 
systems.  In  this  way,  the  role  of  the  Employment  Equity  Office  and  the  Human 
Resources  Branch  can  change  from  what  is  perceived  as  a  "watchdog"  or  "policing 
role  "  to  one  of  a  supporter  and  educator. 


RECOMMENDA  TION  FORMULA  TION  FOR  EMPLOYMENT  SYSTEMS 

Having  identified  the  overarching  issues  of  the  role  of  managers  and  the  need  for  a 
strategic  framework,  we  then  turned  our  attention  to  how  we  could  formulate  the 
best  recommendations.  We  recognized  that  we  could  make  a  series  of 
recommendations  that  would  change  policies  and  add  to  procedures,  but  we  did  not 
believe  that  detailed  and  extensive  sets  of  instructions  would  be  how  organizations 
of  the  future  would  be  operating. 

In  the  current  environment  where  organizations  are  downsizing,  flattening  and  flexible, 
we  determined  that  our  recommendations  have  to  be  workable  in  that  type  of 
environment.  We  believe  that  organizations  are  going  to  be  driven  by  strategic 
directions  and  priorities,  which  will  provide  a  framework  for  organizational  and 
individual  actions  and  contributions. 

We  believe  that  for  our  recommendations  to  be  effective  they  must  be  a  part  of  the 
business-oriented  strategic/mission  statements,  not  as  a  separate  set  of  values  or 
directions. 

Running  an  organization  in  the  context  of  strategic  statements  requires  dear  and 
effective  accountability  chains  that  reinforce  our  priorities  and  values  and  effective 
communications  operating  in  all  directions.  (We  have  discussed  accountability  and 
communications  in  the  previous  section.) 
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For  our  recommendations  to  be  workable  we  determined  that  they: 

•  Need  to  be  balanced  in  relation  to  higher  order  impediments. 

•  Must  be  applicable  and  workable  in  all  of  our  operating  environments  (i.  e. 
head  office  and  field  office)  and,  therefore,  have  multiple  methods  for 
achieving  them. 

•  Have  effective  sponsorship  and  accountability  until  such  time  as  the 
obligations  can  be  transferred  and  be  accepted  by  all  managers. 

In  Section  II,  we  described  the  full  range  of  employment  systems.  However,  in  an 
environment  where  the  organization  is  downsizing,  the  emphasis  for  the  immediate 
future  has  to  be  placed  upon  the  Retention  Systems. 

This  is  not  to  say  that  Entry  and  Separation  Systems  are  not  important.  When  we  get 
Entry  and  Separation  System  opportunities  they  should  be  exploited  as  valuable. 
Since,  under  the  current  environment,  hiring  opportunities  are  infrequent,  it  becomes 
even  more  important  that,  when  we  hire,  we  do  it  right.  Therefore,  we  need  to 
ensure  that  the  Entry  Systems  are  working  well  and  that  we  are  ready  when  the 
opportunities  arise. 

However,  Retention  System  opportunities  occur  daily  and  affect  everyone  on  staff  and 
the  contribution  each  of  them  can  make  to  the  organization. 

We  will,  therefore,  present  the  issues  and  recommendations  surrounding  the 
employment  systems  in  the  following  order: 

1.  Retention  systems 

2.  Entry  systems 

3.  Separation  systems 

We  will  describe  the  systemic  barriers  that  were  found  in  two  different  ways: 

1.  Systemic  barriers  that  affect  both  the  designated  and  the  Non- 
Designated  Groups.  We  believe  that,  although  these  barriers  affect 
everyone,  they  tend  to  have  a  more  adverse  affect  on  the  designated 
group  members  who  are  under-represented  in  the  higher  levels  of  the 
organization  where  decisions  are  being  made. 

2.  Systemic  barriers  specific  to  any  of  the  designated  groups. 


26 


In  describing  our  recommendations,  we  have  outlined  them  in  a  general  format  and 
then  provided  more  details  and  any  suggestions  that  may  assist  in  their 
implementation. 

For  reference,  we  have  also  repeated  the  general  format  of  the  recommendations  in 
Section  XI.  This  section  will  also  refer  to  the  page  where  more  details  can  be  found 
regarding  the  specific  recommendations  as  well  as  identify  "key  players"  during  the 
implemen  ta  tion  s  tep . 


NEXT  STEPS 

The  ESR  process  requires  that  the  recommendations  be  reviewed  and  approved  by  the 
Deputy  Minister.  Once  approved,  a  committee  should  be  formed  to  ensure  that  these 
recommendations  are  implemented. 

Implementation  responsibility  could  be  aligned  with  the  existing 
"Integration  Phase  2-Project  Framework "  structure.  Membership  on  the 
committee  (or  sub-committees)  must  relate  to  the  key  players/resources 
identified  in  Section  XI.  In  addition,  resources  should  be  used  from  the 
ESR  Taskforce  to  assist  in  the  implementation  stage. 

A  final  step  for  the  Employment  Systems  Review  Taskforce  will  be  to  communicate 
the  results  of  our  review  to  all  Ministry  staff. 
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SECTION  V-RETENT/ON  SYSTEMS 


In  the  context  of  the  emerging  organization ,  our  review  identified  many  employment 
system  challenges  and  resolutions.  Training  and  development  came  up  time  and  again 
as  a  way  to  respond  to  challenges  and  enable  solutions. 

The  problem  with  training  and  development  is  that  while  we  all  see  it  as  a  big  enabler, 
everybody  believes  that  we  are  backing  away  from  it  due  to  funding  constraints.  We 
clearly  need  to  reframe  our  thinking  to  embrace  the  broadest  possible  context  of 
training  and  development.  Training  and  development  does  not  necessarily  have  to 
involve  the  spending  of  large  amounts  of  money.  It  can  mean  an  information 
exchange  and  can  lead  to  innovative  ways  of  meeting  the  training  needs.  By 
broadening  the  context,  we  would  see  many  training  and  development  opportunities 
such  as  mentoring,  job  shadowing,  etc.  and  be  able  to  train  people  to  acquire 
knowledge  to  do  what  has  to  be  done. 

If  training  and  development  is  an  enabler,  then  it  needs  to  be  connected  and  fed  by 
other  employment  systems:  principally,  employee  appraisals  identify  directions  and 
needs  that  allow  employees  to  contribute  to  strategic  goals  effectively  using  the 
present  and  next  generation  business  solutions.  At  present,  employee  appraisals  are 
not  linked  to  anything! 

In  order  to  identify  how  we  support  and  develop  employees  in  a  barrier-free 
environment  we  need  to  have  a  dear  and  focused  understanding,  through  our 
strategic  processes,  of  what  knowledge  is  required  and  objectively  evaluate  who  has 
it  and  how  to  develop  it. 

These  challenges  can  be  seen  in  our  Ministry  from  both  a  Head  Office  and  a  Regional 
perspective.  Head  Office  and  Regions  have  been  described,  respectively,  as  the 
"haves"  and  the  "have  nots".  Our  observations  are  not  about  changing  the  Regions 
to  be  like  Head  Office— they  are  about  changing  both  to  match  a  vision  of  the  new 
organization  and  how  it  works. 

Since  training  should  be  related  to  the  specific  needs  of  an  individual  and  development 
should  be  used  to  enhance  and  utilize  the  potential  of  the  individual,  the  best  place 
to  start  with  our  review  of  the  Retention  Systems  is  with  our  performance 
management  systems. 


A .  PERFORMANCE  MAN  A  GEM  ENT 

The  primary  purpose  of  performance  management  is  to  identify  work  objectives  and 
expected  levels  of  performance  and  to  provide  employees  with  ongoing  feedback  and 
support  regarding  their  work  performance.  In  many  organizations,  it  is  linked  with 


other  Retention  Systems  such  as  training,  career  development,  and  promotion.  It  may 
also  be  linked  with  Separation  Systems  such  as  discipline  and  termination. 

We  will  first  describe  the  barriers  that  affect  all  employees.  Although  these  do  affect 
all  employees,  they  tend  to  have  a  more  detrimental  affect  on  the  designated  group 
members  who  are  over-represented  in  the  lower  level  positions  where  they  may  have 
little  or  no  control  over  the  systems  that  affect  them. 

Barriers  That  Affect  All  Employees: 

1.  Performance  management  is  either  non-existent  or  is  applied  inconsistently. 
The  first  step  in  managing  performance  is  to  ensure  that  the  employee 
understands  the  requirements  of  the  job.  However,  many  employees  have 
never  had  a  formal  discussion  of  their  job  responsibilities. 

Without  regular,  effective  performance  management,  staff  may  not  receive 
adequate  direction,  feedback  and  support  to  help  them  attain  satisfactory  job 
performance.  Without  career  discussions,  they  may  have  greater  difficulty 
identifying  suitable  opportunities  for  job  mobility  in  the  Ministry.  As  well, 
arbitrary  decisions  could  be  made  that  might  adversely  impact  their  access  to 
training  and  development  opportunities. 

2.  Given  the  inconsistent  use  of  performance  management,  there  appears  to  be 
few  formal  linkages  from  performance  management  to  training  and  career 
development.  Discussing  an  employee's  performance  without  direct  linkages 
to  training  and  possible  development,  make  the  entire  exercise  meaningless. 

The  primary  purpose  of  managing  performance  is  to  identify  whether  an 
employee  is  performing  their  job  functions.  If  they  are  not  able  to  meet  the  job 
requirements  because  of  a  training  need,  then  the  linkage  must  be  there  in 
order  to  ensure  performance  improvement. 

In  a  similar  manner,  the  evaluation  of  performance  provides  an  opportunity  to 
identify  the  future  potential  of  employees.  When  potential  is  identified  and  not 
utilized,  it  becomes  a  loss  to  the  organization  as  a  whole  because  we  are  not 
utilizing  our  most  valuable  resource  to  its  full  capability.  Under-utilization  of 
potential  can  also  lead  to  morale  and  motivational  issues. 

3.  Some  managers  believe  that  they  do  not  have  the  appropriate  knowledge  or 
resources  to  be  able  to  conduct  effective  performance  discussions  on  a  regular 
basis.  As  well,  some  managers  are  reticent  to  deal  with  poor  performance,  for 
fear  of  union  grievances  or  claims  of  discrimination. 
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As  mentioned  in  Section  IV,  there  is  a  need  to  refocus  the  managers'  rote  away 
from  functional  areas  and  to  the  softer  issues  of  human  resource  management. 
Like  all  employees,  managers  need  a  dear  understanding  of  the  requirements 
of  their  job  and  will  need  to  be  evaluated  as  to  their  ability  to  meet  their 
responsibilities.  When  it  is  identified  that  they  are  unable  to  meet  the 
requirements  of  the  job,  training  and  support  will  need  to  be  provided  to  ensure 
performance  improvement. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Francophones 

Francophones  are  often  asked  to  perform  language-specific  services  that  are 
beyond  the  scope  of  their  job.  This  happens  whether  they  are  in  a  designated 
language  position  or  not.  This  not  only  puts  added  workload  on  employees 
beyond  their  job  requirements  but  could  also  result  in  an  incorrect  measure  of 
the  cost  to  the  Ministry  of  providing  French-language  service.  (This 
measurement  of  cost  and  staffing  requirements  could  also  impact  on  central 
agencies  providing  French-language  service  such  as  translations.) 

B.  Persons  With  Disabilities 

The  Special  Interest  Group  representing  persons  who  are  developmental/y 
delayed,  indicated  that  job  evaluations  are  particularly  difficult  to  communicate 
clearly  so  that  the  developmentally  delayed  employee  understands  what  is 
being  discussed. 

Recommenda  tions: 


All  employees  must  clearly  understand  their  job  responsibilities. 


Employees  who  begin  a  new  job  must  be  given  a  copy  of  the  job 
specification  and  have  an  opportunity  to  discuss  the  requirements  of  the 
job  with  their  immediate  supervisor/manager.  The  job  specification 
must  be  reviewed  with  the  employee  on  a  regular  basis  and  must  form 
part  of  the  annual  performance  evaluation. 

In  order  to  assist  in  the  employees'  understanding  of  the  relative 
weighting  of  each  of  the  responsibilities  of  the  job,  percentages  of  time 
associate  with  job  responsibilities  should  be  written  into  each  job 
specification  (both  for  managers  and  staff). 
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In  a  time  of  changeable  job  responsibilities,  new  approaches  to  defining 
and  preparing  job  specification  may  be  required. 


Employees  must  receive  regular  positive  and  corrective  feedback.  Discussions 
should  centre  on  observable  behaviour  related  to  bona  fide  job  responsibilities 
and  performance  standards,  rather  than  employee  personality.  Job  performance 
standards  should  be  measured  regularly. 


All  job  specifications  for  managers  (from  senior  executive  to  the  front¬ 
line  supervisor)  must  be  reviewed  to  ensure  that  sufficient  emphasis  is 
placed  upon  the  managers'  responsibility  for  the  human  resource  issues 
such  as  performance  management.  Emphasis  must  be  placed  on  the 
evaluation  of  managers  in  meeting  this  particular  job  requirement. 

An  effective  mechanism,  must  be  developed,  involving  the  Human 
Resources  Branch,  to  ensure  that  all  employees  are  given  a  written 
evaluation  at  least  once  a  year.  The  Human  Resources  Branch  could 
maintain  a  master  log  of  all  staff  and  their  anniversary  dates  and  send 
out  reminders  to  managers  as  evaluations  become  due.  If,  within  a 
specified  period  of  time,  the  completed  evaluation  is  not  received,  then 
the  Human  Resources  Branch  should  also  notify  the  Assistant  Deputy 
Minister/Director/Manager  responsible  for  the  manager  in  question  to 
initiate  the  process. 

All  employees,  including  Go-Temp  and  contract  staff  must  be  included 
in  the  evaluation  process. 


Clear  linkages  must  be  established  between  employees'  performance  and  the 
identification  of  training  opportunities. 


A  process  must  be  developed  to  record  and  monitor  that  the  identified 
training  needs  of  staff  are  met.  The  Human  Resources  Branch  should  be 
responsible  for  this  system  and  provide  support  to  managers  in 
locating/developing  appropriate  training  courses.  This  same  process 
could  be  used  to  identify  possible  opportunities  for  the  development  of 
staff.  This  development  portion  of  the  process  could  be  linked  to  the 
hiring/promotional  process. 

This  process  could  be  incorporated  into  a  "skills  inventory"  which  would 
electronically  store  information  on  individual's  skills,  knowledge,  training 
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and  development,  etc.  This  "skills  inventory  "  could  be  accessed  not  only 
for  identifying  training  needs  but  also  by  employees  during  the  hiring 
process.  (We  understand  that  the  concept  of  a  "skills  inventory"  has 
been  considered  by  the  Human  Resources  Branch.) 


Most  managers  have  received  training  in  using  performance  management  but 
should  receive  greater  support  and  encouragement  regarding  its  use. 


More  emphasis  must  be  placed  on  ensuring  that  this  training  and  support 
is  provided.  At  present  there  are  two  Performance  Management 
Systems  within  the  Ministry,  although  most  are  converting  to  the 
Performance  Management  and  Career  Planning  (PMCP)  standard.  The 
PMCP  format  is  currently  seen  as  too  cumbersome.  Managers  have 
difficulty  finding  the  time  to  complete  this  process  due  to  the  pressures 
of  operational  responsibilities.  We  believe  that  the  current  process  is 
thorough  and  includes  all  the  critical  components  of  a  performance 
evaluation.  When  the  organization  addresses  the  key  recommendation 
dealing  with  rebalancing  the  role  of  managers,  managers  will  find  that 
they  have  the  time  to  devote  to  this  critical  process,  including  linking  it 
to  other  employment  systems. 

Related  to  this  management  training  would  be  training  on  dealing  with 
diverse  cultures  and  accommodations  required  in  the  Performance 
Management  System.  For  example,  the  Special  Interest  Group 
representing  the  developmentally  delayed  indicated  that  performance 
management  and  disciplinary  issues  are  extremely  hard  for  the  person  to 
understand  unless  discussed  in  an  appropriate  manner  for  these 
individuals. 


Ensure  that  French-language  services  are  provided  in  the  appropriate  manner 
and  ensure  that  managers  are  aware  of  how  this  service  is  to  be  provided. 


The  provision  of  French-language  services  under  Bill  8  requires  that 
"designated"  positions  be  staffed  by  employees  who  are  proficient  in 
French.  Some  of  these  employees  may  also  be  Francophones,  but  it  is 
not  the  case  that  Francophones  occupy  all  the  positions  designated  to 
provide  French-language  services.  However,  in  some  cases, 
Francophones  who  are  not  in  these  "designated"  positions  feel  obliged 
to  provide  French-language  services  to  their  work  colleagues  and  to  the 
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French-speaking  public  since  they  see  it  as  a  benefit  for  "their"  cultural 
group. 

Appropriate  mechanisms  must  be  put  in  place  to  ensure  that  French- 
language  services  are  being  provided  in  the  manner  required,  i.e. 
sufficient  French-language  designated  positions  should  be  in  place  to 
ensure  that  these  required  services  are  provided  and  other  Francophones 
should  not  be  used  to  provide  this  service.  In  addition,  the  appropriate 
use  of  Translation  Services  should  be  outlined  for  all  managers  and  used 
as  required. 


B.  TRAINING  AND  DEVELOPMENT 

Training  activities  describe  the  elements  of  the  Retention  Systems  that  help 
employees  develop  skills  to  satisfactorily  complete  their  current  job  responsibilities. 
Development  activities  refer  to  those  elements  of  the  Retention  Systems  that  help 
employees  develop  skills  so  they  might  progress  either  upwards  or  laterally  in  the 
organization.  This  system  should  have  linkages  to  performance  management  and 
career  development  for  both  the  identification  of  appropriate  training  needs  and  the 
provision  of  opportunities  to  further  develop  employees'  skills. 

Senior  executives  of  the  Ontario  Public  Service  have,  on  several  occasions,  referred 
to  the  fact  that  they  see  the  Ontario  Public  Service  of  the  future  to  be  a  "learning" 
organization.  With  this  type  of  strategic  direction  being  espoused  by  senior  executive, 
we  must  consider  this  particular  employment  system  to  be  one  of  the  key  areas  to 
focus  our  attention. 

Barriers  That  Affect  All  Employees: 

1.  Employees  believe  that  there  is  little  support  from  the  Ministry  for  most  training 
and  development  activities.  Training  and  development  activities  appear  to  be 
the  first  activities  cancelled  in  times  of  constraint. 

2.  Although  most  employees  believe  that  the  Ministry  does  a  reasonable  job  of 
providing  "technical"  training  required  to  perform  their  particular  job,  employees 
at  lower  levels  believe  that  this  is  the  only  type  of  training  that  they  receive 
while  employees  at  higher  levels  have  access  to  a  broader  range  of  training  and 
development  activities. 

3.  Staff  in  field  offices  receive  less  training  of  all  types  than  those  in  head  office. 
One  of  the  reasons  cited  is  that  many  training  and  development  activities  are 
centralized  in  head  office  and  field  offices  can  not  afford  the  travel  costs 
associated  with  attending  these  activities. 
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4. 


Training  and  development  activities  are  not  linked  to  performance  management. 
Without  this  linkage  it  is  difficult  to  determine  if  the  training  programs  address 
the  specific  needs  of  the  individual.  (Refer  to  the  "Performance  Management" 
section  above  for  a  more  detailed  discussion  of  this  area.) 

5.  Communication  around  the  training  and  development  opportunities  is  not  dear. 
The  availability  of  developmental  opportunities  (including  acting  positions  and 
secondments)  and  the  criteria  for  selection  are  not  clearly  communicated. 
Some  employees  indicated  that  they  received  information  related  to  Ministry 
training  and  development  opportunities  inconsistently.  Employees  are  not  dear 
as  to  whether  the  identification  of  training  and  development  opportunities  is  a 
shared  responsibility  between  the  employee  and  the  manager  or  whether  the 
onus  is  theirs  to  express  a  desire  for  such  an  opportunity. 

6.  Employees  believe  that  the  Ministry  lacks  a  comprehensive  training  and 
development  program  for  managers.  A  number  of  courses  are  offered  but 
employees  see  them  as  fragmented  and  not  offering  a  coherent  program  for 
managers.  In  some  cases,  the  value  of  the  course  content  has  been  questioned 
by  employees.  The  need  to  correct  this  particular  weakness  in  the  system  is 
extremely  important  based  upon  earlier  discussions  about  changes  in  the 
manager's  role  and  the  need  to  provide  adequate  training  and  support. 

7.  There  is  no  dear  coaching  and  support  to  managers  and  staff  when  they  return 
to  the  workplace  (from  a  course)  to  assist  them  in  practising  the  knowledge 
they  have  obtained.  As  a  result,  they  may  not  be  able  to  fully  develop  the  new 
skills. 

8.  External  people  are  sometimes  used  on  a  contract  basis  rather  than  providing 
training  or  development  opportunities  to  internal  staff. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Francophones 

Francophones  in  designated  French-language  positions  are  believed  to  be 
indispensable  because  of  the  service  that  they  provide.  They  often  find 
themselves  excluded  from  training  opportunities.  (This  same  issue  can  affect 
"Women  "  in  front-line  client  service  positions.) 

B.  Women 

Many  Women  provide  front-line  services  and  believe  they  are  experiencing  the 
same  "indispensable"  issue  as  outlined  by  Francophones. 
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Pregnant  women  believe  that  they  receive  less  opportunities  and  support 
because  it  may  be  considered  they  are  "on  their  way  out  the  door". 

C.  Persons  With  Disabilities 

Lack  of  accessibility  throughout  the  Ministry  can  reduce  the  number  of 
opportunities  for  training  and  development  opportunities.  (Accommodation  is 
discussed  in  more  detail  later  in  this  section.) 

Recommenda  tions: 


Training  and  development  must  be  considered  in  the  much  broader  context  of 
"exchange  of  knowledge"  rather  than  in  the  narrower  sense  of  courses  and 
dollars  expended  on  courses.  This  would  lead  to  more  innovative  ways  of 
meeting  the  training  needs. 


Information  on  various  types  of  training  and  development  opportunities 
such  as  mentoring,  job  shadowing,  etc.  should  be  available  from  the 
Human  Resources  Branch.  This  information  should  be  shared  and 
communicated  to  all  managers. 


Training  and  development  must  be  linked  to  the  evaluation  of  performance. 
This  will  help  to  ensure  that  the  training  and  development  activities  are  based 
on  actual  employee  needs. 


For  a  more  detailed  discussion  of  how  this  can  be  accomplished,  refer  to 
the  previous  topic-Performance  Management. 


Ensure  that  all  employees  are  selected  for  training  and  development  activities 
based  on  dear  criteria  that  are  communicated  to  all  employees.  Ensure  that 
these  criteria  are  linked  to  performance  management  and  career  development 
systems. 


As  mentioned  earlier  in  the  Performance  Management  section,  a  process 
should  be  put  into  place  to  ensure  that  training  needs  identified  are  met. 
In  conjunction  with  this,  staff  should  be  aware/informed  of  the  criteria 
used  to  select  candidates  for  training  courses.  We  had  discussed  the 
involvement  of  the  Human  Resource  Branch  in  developing  a  monitoring 
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process  that  would  ensure  that  both  the  training  and  development  of 
staff  is  tracked  and  utilized. 

In  addition ,  this  recommendation  links  to  a  topic  that  will  be  covered  in 
the  "Entry  Systems "  outlined  in  Section  VI.  We  must  ensure  that,  when 
using  the  competitive  process,  selection  criteria  should  not  only  be 
relevant,  but  also  communicated  and  applied  consistently. 


Develop  strategic  Ministry/Branch  training  and  development  plans  based  on  the 
actual  needs  of  the  staff  and  the  Ministry.  These  plans  should  provide  a  broad 
range  of  opportunities  for  all  levels  of  the  organization  and  all  employees  should 
receive  communication  on  these  opportunities  and  have  appropriate  access. 


The  development  of  strategic  training  and  development  plans  will  require 
a  thorough  review  of  the  methods  used  to  transfer  knowledge  to  the 
staff  of  the  Ministry,  and  how  effective  these  methods  are.  The  review 
will  need  to  include  the  full  range  of  training  and  development  courses 
and  developmental  assignments  and  job  opportunities.  Such  a  review 
will,  necessarily,  have  to  involve  senior  management  to  ensure  that 
future  training  and  development  agendas  and  processes  reflect  both  the 
organizational  values  and  operating  needs  of  the  Ministry. 

Future  training  and  development  agendas  should  not  be  limited  to 
specific,  job-oriented  opportunities,  but  also  provide  more  general 
"transferable"  skills.  The  delivery  methods  also  need  not  be  limited  to 
the  present  range  of  courses  and  secondment  opportunties. 

AH  developmental  job  opportunities/assignments  should  be  opened  up  to 
a  competitive  process  (after  any  required  clearances  from  the  surplus  list 
are  acquired,  i.e.  when  the  vacancy  for  a  position  exceeds  six  months, 
the  surplus  list  must  be  cleared).  For  example,  prior  to  hiring  Go-Temp 
and  contract  staff  for  temporary  assignments,  consideration  must  be 
given  to  current  staff  who  may  see  the  assignment  as  a  developmental 
opportunity. 

The  opportunity  to  participate  in  developmental  opportunties  or 
assignments  should  not  be  limited  because  staff  are  considered 
" indispensable "  in  their  current  positions,  i.e.  Francophones  in  French- 
language  designated  positions  and  employees  in  front-line  positions. 
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Communication  methods  must  be  developed  and  consistently  used  to 
ensure  that  all  employees  are  aware  of  training  and  development 
opportunities. 


Ensure  employees  receive  appropriate  coaching/support  to  help  them  implement 
their  new  skills  back  on  the  job. 


The  identified  training  and  development  agenda  should  remain  open  until 
such  time  as  the  employee  has  had  an  opportunity  to  demonstrate  their 
new  skills  on  the  job. 

This  recommendation  relates  to  the  previous  one  and  involves  a 
readjustment  to  our  training  program  to  make  it  a  more  comprehensive 
package  that  includes  support  and  feedback  on  implementing  the  new 
skills  when  returning  to  the  job. 

This  may  require  a  partnership  between  the  participant,  the  participant's 
supervisor  and  the  trainer  in  developing  meaningful  applications  of  the 
new  skills  on  the  job.  (An  example  of  this  type  of  arrangement  already 
exists  in  the  courses  offered  by  Management  Board  Secretariat  for  the 
Senior  Management  Group.  At  the  completion  of  the  course,  the 
candidate  is  given  a  "practicum"  exercise  to  be  completed  when  they 
return  to  their  job.  This  exercise  is  returned  to  the  trainer  and,  in  some 
cases,  a  follow-up  session  is  held  with  candidates  discussing  the 
practical  application  of  the  skills  on  the  job  and  addressing  any  concerns 
that  are  raised.) 


Field  office  staff  must  receive  adequate  training  and  development  activities  on  a 
regular  basis. 


Permanent  developmental  positions,  that  would  be  filled  by  competition 
on  a  temporary/rotational  basis,  could  be  designated  in  the  various 
regions  that  would  be  open  to  all  qualified  Ministry  staff  within  that 
specific  region,  thereby  providing  some  local  developmental 
opportunities.  (Funding  should  be  "protected"  on  these  developmental 
positions.  Negotiations  with  OPSEU  may  be  required  in  order  to  create 
developmental  positions  that  will  be  filled  on  a  temporary/rotational 
basis.) 
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The  provision  of  training  at  Head  Office  should  be  reviewed  to  ensure 
that  equal  access  is  given  to  field  offices.  Cost  studies  will  have  to  be 
completed  to  determine  if  the  most  cost  effective  method  would  be  to 
pay  for  employees  to  come  to  Head  Office  or  whether  the  trainer  should 
travel  to  the  regions. 


Managers  must  receive  comprehensive  training  to  develop  the  required 
competencies  to  manage  both  tasks  and  people. 


Comprehensive  training  to  all  managers  must  be  given  in  the  "softer" 
human  resource  issues,  including  identifying  training  needs,  evaluating 
performance,  communicating  both  positive  and  negative  feedback, 
managing  diversity,  operationalizing  employment  equity,  etc.  This 
training  is  imperative  if  we  want  to  ensure  the  success  of  managers  in 
acquiring  the  skills  required  to  perform  their  new  role-one  which  is 
strategic  in  thrust  and  related  to  the  human  resource  issues  rather  than 
the  technical  ones.  As  mentioned  above,  these  training  activities  must 
be  followed  up  and  supported  when  the  manager  returns  to  the 
workplace. 


Decide  on  how  career  development  will  be  handled  in  the  Ministry.  These 
decisions  include  who  has  responsibility  for  career  development  fi.e.  individual. 
Ministry,  shared)  and  how  the  Ministry  will  support  this  focus.  These  decisions 
must  be  clearly  communicated  to  all  employees. 


Employees  must  be  given  the  opportunity  to  discuss  career  development 
during  their  performance  evaluation.  Any  additional  peripheral  skills, 
acquired  by  an  employee  during  the  performance  evaluation  period, 
should  be  identified  in  order  to  assist  in  determining  additional  potential 
of  an  employee  beyond  their  specific  job  specification. 


C.  MOBILITY 

Mobility  refers  to  how  employees  move,  or  prepare  themselves  to  move  upward  or 
laterally  through  an  organization.  In  the  Ministry,  mobility  is  linked  to 
recruitment/selection  and  training/development  systems. 
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Barriers  That  Affect  All  Employees: 

1 .  Some  employees  believe  that  they  must  participate  in  a  formal  job  competition 
to  secure  a  new  position  but  others  are  not  necessarily  required  to  do  so.  Even 
when  a  competition  is  held,  some  employees  believe  that  they  are  not  handled 
in  a  fair  and  equitable  manner.  (More  details  are  available  on  this  issue  in 
Section  IV,  under  the  topic  "Recruitment  and  Selection".) 

2.  Employees  strongly  believe  that  having  access  to  relevant  training  and 
development  opportunities  (i.e.  training  programs,  acting  positions, 
secondments,  job  rotation)  would  help  them  become  more  mobile.  Many 
members  of  the  designated  groups  are  not  sure  how  these  opportunities  are 
advertised  or  filled  and  believe  that  arbitrary  decisions  are  made  that  adversely 
impact  their  job  mobility. 

3.  Employees  (especially  those  in  designated  groups)  perceive  little  availability  of 
other  mobility-related  opportunities  such  as  mentoring  and  job-shadowing. 
Taskforces  and  committees  are  seen  as  other  opportunities,  but  few  employees 
believe  these  opportunities  are  "open "  to  them. 

4.  Employees  have  expressed  a  fear  that  being  developed  in  only  specialized  skill 
areas  will  limit  long-term  mobility.  Given  the  unique  skills  and  technical 
requirements  demanded  for  many  jobs  within  the  Ministry,  mobility  between 
areas  may  be  difficult. 

5.  Members  of  the  designated  groups  believe  that  their  lack  of  seniority  in  the 
hierarchy,  compared  to  the  Non-Designated  employees,  hampers  their  mobility. 

6.  Employees  believe  that  the  extensive  use  of  acting  positions  may  limit 
designated  group  members  ability  to  access  more  "permanent"  opportunities. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Racial  Minorities 

Some  Racial  Minorities  believe  that  managers  may  perceive  that  members  of 
this  designated  group  lack  English  proficiency.  They  believe  that  this 
perception  works  against  them  in  promotional  opportunities,  in  some  cases, 
they  believe  that  if  they  have  an  accent,  it  may  also  work  against  them. 

Members  of  this  designated  group  indicate  that  their  lack  of  knowledge  about 
how  to  "network"  and  make  use  of  connections  in  the  "host  society"  affects 
their  opportunities  for  promotion.  This  could  include  the  emphasis  placed  on 


39 


socializing  with  management  in  order  to  "get  ahead".  Some  social  activities 
may  conflict  with  cultural  beliefs. 

B.  Francophones 

Francophone  employees  believe  that  being  in  designated  French-language 
positions  limits  their  mobility  in  the  Ministry  since  they  are  considered 
"indispensable"  by  virtue  of  being  in  these  jobs.  This  can  result  in 
ghettoization. 

Francophones  are  given  only  French-language  specific  tasks  which  does  not 
help  them  broaden  their  skill  base  so  that  they  can  apply  for  other  jobs. 

C.  Women 

Stereotyping  regarding  "traditional"  jobs  for  men  and  women  limits  their 
mobility. 

D.  Persons  With  Disabilities 

The  differential  knowledge  of  managers  on  how  to  accommodate  Persons  with 
Disabilities  may  exclude  them  from  developmental  opportunities  based  on  the 
perceived  difficulty  in  accommodating  the  individual. 

Recommendations: 


Establish  dear  criteria  for  accessing  training  and  development  opportunities  (i.e. 
acting  positions,  secondments )  that  assist  in  the  development  of  job  mobility. 
Ensure  that  these  criteria  are  communicated  to  all  employees  and  that  access  is 
provided  to  all  employees  through  effective  use  of  recruitment,  selection, 
performance  management  and  training  and  development  systems. 


As  mentioned  earlier,  access  should  not  be  restricted  due  to  the 
"indispensable"  nature  of  the  job  an  employee  may  be  performing,  i.e. 
French-language  service  or  front-line  services. 
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Develop  more  mobility  opportunities  for  Ministry  employees— both  internally 
within  the  functional  areas  and  externally  with  other  Ministries  within  the 
Ontario  Public  Service. 


The  Human  Resources  Branch  should  work  with  divisional  managers  in 
developing  these  opportunities. 


D.  WORKING  CONDITIONS 

Working  conditions  refer  to  those  issues  that  make  employees  feel  welcome  and 
valued  in  a  workplace  and  allow  them  to  fully  contribute  to  the  organization.  Issues 
included  within  this  system  would  include  workplace  discrimination  and  harassment, 
personal  safety,  and  accommodation  for  special  needs. 

In  the  areas  of  workplace  discrimination,  harassment  and  safety  concerns,  there  were 
no  barriers  identified  that  affected  all  employees.  Non-Designated  Group  members 
mainly  stated  concerns  about  "reverse  discrimination  ".  Therefore,  the  first  section  of 
barrier  identification  under  these  two  headings  will  outline  those  barriers  that  were 
identified  by  all  designated  groups  and  the  second  section  will  deal  with  barriers 
affecting  specific  designated  groups. 


I.  WORKPLA  CE  DISCRIM/NA  T/ON  AND  HARASSMENT 

Included  in  this  area  are  both  overt  and  subtle  forms  of  discrimination  and  harassment. 

Subtle  forms  of  discrimination  include  making  assumptions  based  upon  stereotyping, 

assimilation  into  the  workplace  and  issues  surrounding  the  "comfort"  of  employees. 

Barriers  That  Affect  All  Designated  Groups: 

1 .  When  questioned  in  this  area,  employees  appeared  to  be  guarded  in  their 
responses.  In  fact,  some  employees  could  not  personally  identify  with 
discrimination  and  harassment  incidents  in  the  workplace.  However,  most 
members  of  designated  groups  that  were  interviewed  described  incidents  where 
they  believed  a  member  of  their  group  had  received  discriminatory  treatment. 
These  descriptions  sometimes  involved  personal  incidents  and  others  were 
incidents  they  had  seen  or  been  told  by  others. 

2.  Several  employees  fear  self-identification  during  and  after  hiring  due  to 
anticipated  discrimination  and  stereotyping.  This  includes  a  fear  of  tension  and 
awkwardness  and  a  possible  lack  of  confidentiality  in  the  workplace  if  they  self- 
id  entify. 
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3.  Assimilation  within  the  workplace  appears  to  be  uni-directional  for  designated 
group  members  with  the  onus  falling  on  the  designated  group  member  to  make 
the  others  feel  comfortable  with  working  with  someone  from  a  different 
background/culture,  etc.  Some  employees  in  the  designated  groups  indicate 
that  they  ignore  much  of  the  discrimination/harassment  in  an  effort  to  "fit  in 
Included  within  this  "assimilation "  issue  is  the  lack  of  support  groups  within  the 
Ministry  for  members  of  designated  groups. 

4.  Managers  and  co-workers  have  a  lack  of  understanding  of  cultural  differences 
and  a  lack  of  training  on  employment  equity  and  human  rights  issues.  This  lack 
of  understanding  can  lead  to  discriminatory  practices. 

5.  Some  employees  from  designated  groups  discussed  an  "attitude  of  resentment" 
present  in  many  of  their  co-workers  should  they  get  a  new  job  or 
developmental  opportunity.  They  receive  comments  that  express  the  belief  that 
the  only  reason  they  received  the  opportunity  was  "because  of  their  designated 
group  status,  not  competence ". 

6.  Employees  are  unsure  as  to  the  support  that  will  be  given  by  the  Workplace 
Discrimination  and  Harassment  Prevention  Policy.  As  a  result,  some  employees 
are  fearful  of  making  a  complaint. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Aboriginal  Peoples 

Aboriginal  employees  discussed  their  impressions  of  negative  stereotyping 
within  the  Ministry  and  the  comments  that  would  be  made  to  them  based  on 
these  stereotypes. 

Assumptions  are  made  that  Aboriginal  employees  are  experts  on  Aboriginal 
Peoples.  As  a  result,  they  may  be  asked  to  speak  on  issues  that  are 
inappropriate. 

Aboriginal  employees  may  also  face  harassment  from  their  own  community  as 
a  backlash  from  being  successful  in  the  mainstream  society. 

B.  Racial  Minorities 

Many  Racial  Minority  employees  believe  that  they  are  regularly  screened  out  of 
job  competitions  and  developmental  positions.  They  describe  much  of  the 
discriminatory  treatment  they  receive  as  being  "very  subtle  ".  An  example  given 
in  the  interviews  related  an  experience  where  a  Non-Designated  employee  was 
talking  to  a  number  of  people  in  an  office  about  a  sports  poo!  and  received  no 
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comments.  A  Racial  Minority  employee  who  talked  to  other  employees  was 
immediately  told  to  return  to  work. 

Members  of  this  designated  group  mentioned  that  there  is  little  awareness 
regarding  accommodation  for  cultural/religious  differences. 

C.  Francophones 

Some  Francophone  employees  report  discrimination  due  to  their  use  of  the 
French  language  and  describe  stereotypical  comments  other  employees  would 
make.  An  example  of  the  type  of  comment  that  might  be  made  would  be  a 
situation  where  two  Francophone  employees  are  having  a  conversation  in 
French  and  an  English-speaking  employee  interrupts  them  and  reminds  them 
that  the  "language  of  administration  is  English ". 

Due  to  their  knowledge  of  the  French-language ,  Francophones  are  often  asked 
to  perform  duties  that  are  not  included  within  their  job  specification.  For 
example ,  a  Francophone  who  is  not  in  a  designated-French  position  may  be 
asked  to  provide  French-language  service  or  translations  may  be  done  by 
Francophones  instead  of  using  the  Translation  services.  This  extra  work  is 
usually  in  addition  to  their  usual  duties  and  their  ability  to  provide  this  French- 
language  service  often  results  in  their  being  discriminated  against  when 
choosing  candidates  for  training  and  development  opportunities. 

D.  Women 

Female  employees  feel  limited  in  their  access  to  some  job  positions  because  of 
the  assumptions  made  about  traditional  gender  roles,  i.e.  stereotyping  about 
not  wanting  to  travel  or  not  wanting  to  become  involved  in  confrontational 
situations  such  as  would  be  faced  in  audit  or  assessment.  Women  indicated 
their  belief  that  they  become  "non-persons"  in  some  offices  should  they 
become  pregnant. 

Some  employees  cited  experiences  with  sexual  harassment  by  co-workers  and 
clients  and  believe  that  these  situations  are  not  dealt  with  effectively. 

Some  women  believe  they  are  not  seen  as  equals  in  the  work  environment  and 
are,  therefore:  less  likely  to  get  career  development  opportunities ;  less  listened 
to  in  a  team  environment;  assigned  menial  tasks  where  opinions  are  not 
needed— yet  are  expected  to  give  higher  quality  output. 
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E. 


Persons  With  Disabilities 


Employees  in  this  designated  group  believe  that  the  perceptions  of  managers 
and  human  resource  staff  is  that  they  are  unable  to  perform  their  duties.  This 
assumption  can  lead  to  lack  of  developmental  opportunities. 

Confidentiality  about  " invisible "  disabilities  was  a  concern  for  this  designated 
group. 

Recommenda  tions: 


Enhance  training  to  all  employees  (both  managers  and  staff)  on  their  rights  and 
responsibilities  regarding  workplace  discrimination  and  harassment,  employment 
equity  and  working  with  diverse  cultures. 


A  multi-stage  training  program  should  be  developed  for  all  employees 
(both  permanent  and  temporary).  Workplace  discrimination,  multi¬ 
cultural  communication  and  cultural  awareness  training  should  be 
included  in  this  mandatory  program.  Initial  training  could  be  in  the  form 
of  a  video.  Follow-up  training  could  be  on  interpersonal  skills  and  could 
include  a  pamphlet  or  binder  that  would  contain  relevant  material  and  be 
available  through  each  manager. 

(The  Employment  Equity  Office  currently  provides  training  on  the 
Workplace  Discrimination  and  Harassment  Policy  (WDHP).  An  Education 
Advisory  Committee  has  been  formed  under  the  auspices  of  the 
Employment  Equity  Office.  This  committee  will  be  looking  at  developing 
a  more  comprehensive  training  program  for  these  type  of  issues.) 

In  particular,  training  provided  by  the  Employment  Equity  Office  to 
managers  should  be  fo/lowed-up  and  supported  as  the  managers  fulfil 
their  responsibility  to  identify  and  eliminate  harassment  and 
discrimination  in  the  workplace. 


Increase  Senior  Executive  visibility  in  communicating  the  organization's  position 
on  employment  equity  and  cultural  diversity  to  all  employees. 


This  communication  must  start  from  the  most  senior  executive  level  and 
must  be  consistently  communicated  and  demonstrated  in  all  actions 
taken.  The  fact  that  there  is  "Zero  tolerance"  for 
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harassment/discriminatory  practices  must  be  clearly  communicated  to  all 
managers  since  they  are  accountable. 


Provide  a  welcome  and  supportive  work  environment  for  all  employees, 
especially  those  from  the  designated  groups. 


Encourage  and  support  work  groups  established  by  designated  group 
members  and  inform  staff  of  these  groups  during  Orientation  and 
through  follow-up  procedures. 


II.  WORKPLA  CE  SAFETY 

There  is  a  concern  over  workplace  safety  both  within  head  office  and  the  regional 
office  locations. 

Barriers  That  Affect  All  Designated  Groups: 

1.  Regional  office  employees  believe  that  safety  issues  are  dealt  with  ineffectively 
resulting  in  employees  becoming  fearful  of  personal  safety  while  trying  to  fulfil 
their  job  responsibilities. 

2.  In  Head  Office,  the  main  safety  issues  are  the  parking  garage,  and  the  street 
area  after  hours,  the  atrium,  public  washrooms  and  the  8th  floor  storage  area- 
"the  cage ". 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Women 

Women,  in  general,  feel  unsafe  walking  to  the  parking  garage  (at  Head  Office) 
especially  in  the  winter  months  when  they  leave  work  after  dark. 

Female  employees  expressed  their  concerns  about  safety  issues  surrounding 
"off-site"  work  settings  with  members  of  the  public  (i.e.  assessment  and 
auditing).  These  concerns  were  expressed  both  in  urban  and  rural  offices. 

B.  Persons  With  Disabilities 

Depending  on  the  type  of  disability.  Persons  with  Disabilities  will  have  a  greater 
or  lesser  degree  of  physical  mobility  and  balance.  These  factors  can  make  a 
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situation  where  one  needs  to  defend  oneself  to  be  even  more  perilous  for  these 
individuals. 

Employees  with  disabilities  indicate  a  potential  need  for  access  to  medical 
attention  when  needed. 

Recommenda  tions: 


Ensure  that  safety  concerns  of  all  employees  (especially  Women  and  Persons 
with  Disabilities)  are  addressed  in  a  manner  that  protects  their  dignity  as  fully 
capable  employees. 


The  Employment  Equity  Office  is  currently  involved  in  a  project 
examining  safety  concerns  of  staff  and  providing  recommendations  to 
address  these  issues. 

Training  should  be  provided  to  managers  on  safety  awareness  issues. 

All  offices  with  20  or  more  workers  are  required  by  law  to  have  a  Health 
and  Safety  Committee  that  is  fully  operational  (i.e.  trained  and  aware  of 
its  responsibilities).  Once  these  committees  are  operational ',  each 
committee  should  perform  a  thorough  review  of  safety  issues  identified 
by  employees  in  the  various  offices.  These  reports  should  be  reviewed 
for  simitar  issues  which  can  be  handled  by  a  joint  committee  to  avoid 
duplication  of  effort. 

Criteria  for  use  of  the  sickroom  in  Head  Office  should  be  reviewed  and 
communicated  to  all  employees  (including  forming  part  of  the  orientation 
package  given  to  new  employees).  In  addition,  the  criteria  for  "sick 
rooms"  in  regional  offices  should  be  communicated  to  all  staff,  i.e.  the 
requirement  for  a  "sick  room"  is  dependant  upon  the  number  of  staff 
within  the  office. 


III.  A  CCOMMODA  TION 
Barriers  That  Affect  All  Employees: 

1 .  Inconsistencies  exist  regarding  the  use  of  flex-time  and  compressed  work 
weeks  between  Branches  and  even  within  a  Branch.  Most  employees  do  not 
understand  the  criteria  that  are  used  to  determine  if  they  can  take  advantage 
of  these  opportunities.  In  some  cases,  individual  needs  are  not  taken  into 
account. 
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2.  There  is  little  awareness/consistency  within  the  workplace  of  accommodation 

around  cultural  diversity  and  beliefs,  i.e.  dress  code,  flexible  work  arrangements 
for  religious  beliefs,  etc. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Aboriginal  Peoples 

In  order  to  maintain  ties  with  their  " band ",  Aboriginal  Peoples  may  wish  to  use 
different  financial  institutions  (both  on  and  off  the  reserve).  There  is,  therefore, 
a  need  for  more  flexibility  in  the  payroll  system. 

B.  Women 

Women  are  still  the  major  "caregivers".  Due  to  this  responsibility,  some 
Women  are  unable  to  work  full-time.  However,  there  is  limited  access  to 
flexible  work  arrangements,  such  as  "job sharing",  "permanent part-time",  etc. 

C.  Persons  With  Disabilities 

Although  employees  with  disabilities  believe  that  head  office  has  reasonable 
accessibility  and  that  continued  retrofitting  will  make  it  more  so,  they  did 
mention  that  more  attention  needs  to  be  paid  to  accessibility  to  meetings  and 
training  (especially  when  this  is  done  "off-site  "). 

Field  office  locations  are  less  accessible  for  Persons  with  Disabilities. 

Some  employees  with  disabilities  are  reticent  to  move  to  other  work  areas  for 
fear  that  accessibility  and  accommodation  would  not  be  available. 

Employees  with  invisible  disabilities  believe  that  the  Ministry  is  less  responsive 
to  their  needs. 

There  is  a  lack  of  knowledge  about  the  "accommodation"  funds.  Some 
managers  do  not  even  know  that  funds  are  available  for  this  purpose. 

Managers  are  not  aware  of  the  most  effective  approaches  to  communicating 
with  developmentally  delayed  employees.  Discussing  job  evaluations, 
demotions,  dismissals,  etc.,  may  require  a  different  approach  to  make  these 
discussions  completely  understood. 
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Recommendations: 


All  worksites  must  be  made  accessible  for  Persons  with  Disabilities. 


As  outlined  by  Corporate  Policy,  leases  must  not  be  renewed  where 
accessibility  has  not  been  provided  for  Persons  with  Disabilities.  (This 
accessibility  is  not  only  an  issue  for  employees  but  also  to  the  public 
whom  we  serve  .) 

All  areas  used  by  the  Ministry  for  meetings  and  training  must  also  be 
accessible  to  Persons  with  Disabilities. 


The  workplace  accommodation  information  provided  to  Ministry  employees 
should  be  updated  and  reinforced,  in  addition,  managers  must  be  made  aware 
of  the  accommodation  funds  and  be  provided  with  procedures  on  how  to 
access  these  funds. 


Accommodation  fund  information  should  be  placed  in  the  orientation 
package.  In  addition,  this  information  should  be  communicated  to  all 
current  staff,  and  in  particular  managers  (including  the  fact  that  these 
funds  are  available  for  both  classified  and  unclassified  staff).  This 
information  should  be  available  in  various  media. 


The  Ministry,  in  cooperation  with  OPSEU,  must  define  how  flex-time  and 
compressed  work  weeks  will  operate.  This  information  must  be  communicated 
to  all  employees.  Managers  must  be  made  aware  of  when  and  how  to  use 
these  alternate  work  schedules. 


Consideration  should  be  given  to  making  flex-time  and  compressed  work 
weeks  available  to  all  employees  who  wish  to  participate  unless 
management  can  outline  a  dear  "business"  reason  why  a  flexible  work 
arrangement  is  impossible.  More  consistency  can  be  established  by 
providing  relevant  criteria  that  must  be  covered  in  all  such  arrangements. 
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Develop  methods  for  accommodating  other  employee  needs  and  clearly 
communicate  the  availability  of  these  methods  to  all  employees.  Ensure  that 
management  is  trained  to  determine  when  and  how  these  accommodations 
should  be  made  available. 


For  example,  there  is  a  need  to  expand  the  payroll  options  to 
accommodate  Aboriginal  Peoples. 

There  is  also  a  need  for  a  multi-tiered  selection  process  which  will  serve 
to  accommodate  candidates  with  special  needs,  cultural  diversity,  etc. 
(This  area  will  be  more  fully  discussed  in  Section  VI,  under  the  topic 
"Selection  ".) 

Managers  require  information  and  training  on  how  to  identify  and 
accommodate  the  needs  of  staff  due  to  cultural  diversity,  i.e.  dress  code, 
alternate  payroll  options,  etc.  (It  is  unclear  within  the  Ministry  as  to 
whether  there  is  a  "dress  code".) 


E.  SUMMARY 

In  summary,  the  implementation  of  recommendations  within  the  Retention  Systems 
will  assist  in  making  this  a  fair  and  equitable  workplace  for  our  current  employees. 
There  is  a  need  for  more  effective  communications,  linkages  within  systems, 
consistency  in  application  and  accommodation  for  our  diverse  workforce.  Many  of 
the  recommendations  cited  refer  to  the  need  for  training  which  becomes  a  key  enabler 
in  ensuring  that  our  staff  are  fully  aware  and  knowledgeable  of  their  responsibilities. 
This  training  component  is  particularly  crucial  in  ensuring  that  the  key 
recommendation  outlined  in  Section  IV,  dealing  with  the  rebalancing  of  the  manager's 
role,  is  met  by  providing  the  necessary  training  to  our  managers  on  the  much  "softer" 
human  resource  skills. 

In  Section  IV,  "How  Do  We  Get  There",  we  tried  to  avoid  making  recommendations 
that  merely  added  to  the  volume  of  policies  and  procedures.  The  implementation  of 
the  recommendations  in  this  section  will  require  that  multiple  methods  be  applied  if 
they  are  to  be  achieved.  Particular  attention  must  be  given  to  the  issue  of  access  to 
information  and  "information  communication". 

Rather  than  flood  our  staff,  and  our  systems  and  processes,  with  more  information, 
we  need  to  equip  staff  with  the  means  to  find  out  where  the  information  resides.  This 
requires  a  change  in  communication  strategies  and  enhanced  employee  access  to  the 
necessary  information  channels— be  they  telephones,  fax,  or  e-mail.  The  "Electronic 
Bulletin  Board"  concept  is  part  of  this  trend. 
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There  are  many  linkages  from  our  Retention  Systems  to  our  Entry  Systems,  i.e. 
identification  of  dear  criteria  and  up-to-date  job  specifications.  These  will  become 
more  evident  as  we  proceed,  in  our  next  section,  to  discuss  the  Entry  Systems. 
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SECTION  V/-ENTRY  SYSTEMS 


There  are  many  inter-relationships  between  the  Entry,  Retention  and  Separation 
Systems.  Entry  Systems  not  only  affect  new  employees  to  the  Ministry  but,  also, 
affect  current  employees  who  may  become  involved  in  the  competitive  process.  In 
a  similar  fashion,  orientation,  especially  informal  orientation,  can  directly  affect  current 
employees  who  are  moved  to  a  new  position  or  assignment. 

Many  of  the  issues  previously  discussed  regarding  the  overarching  issues  and  training 
and  development  also  re-occur  in  the  Entry  Systems.  As  mentioned  in  Section  IV,  we 
believe  that  it  is  extremely  important  that  the  role  of  managers  shift  to  a  more 
strategic  one.  Managers  must  become  better  qualified  to  handle  the  softer  human 
resource  issues  as  opposed  to  their  present  concentration  on  operational  and  technical 
issues. 

This  need  for  managers  to  take  more  time  on  the  human  resource  issues  is  extremely 
important  as  it  relates  to  the  Entry  Systems.  With  the  operational  demands  put  upon 
managers  to  meet  increasing  workloads  with  fewer  resources,  the  importance  of 
selecting  the  "best"  candidate  for  the  "specific"  job  requirement  becomes  even  more 
crucial. 

Too  many  times,  managers  voice  their  concerns  about  how  cumbersome  these 
systems  are  and  how  much  time  they  must  spend  in  the  recruitment  process. 
However,  if  managers  wish  to  perform  their  new  strategic  role,  it  becomes  imperative 
that  they  take  the  time  to  ensure  that  the  operational  needs  of  the  business  are  met 
by  hiring  the  best  candidate. 

Often,  managers  revert  to  previous  experiences  in  hiring  and  repeat  the  process  they 
have  used  in  the  past.  Present  practices  may  not  take  into  account  the  fluidity  of  our 
environment.  We  are  merely  using  processes  that  worked  in  the  past  to  fulfil  a  need 
that  has  greatly  changed.  By  repeating  the  practices  of  the  past,  we  not  only  attempt 
to  find  a  candidate  for  a  job  that  no  longer  resembles  a  job  that  existed  in  the  past, 
but  we  fail  to  include  in  our  process  the  necessary  changes  to  ensure  that  we  are 
selecting  from  the  diverse  pool  of  resources  that  is  now  available  to  us.  If  the 
Ministry  is  not  careful,  it  will  not  be  meeting  the  business  needs  of  "today"  because 
it  will  still  be  operating  in  "yesterday". 

In  the  long  run,  the  time  spent  in  hiring  the  "right"  candidate  will  "pay  off"  since  the 
managers  will  have  suitable  employees  who  can  perform  the  operational  requirements. 
Managers  will  then  have  the  freedom  to  perform  a  strategic  role  rather  than  having  to 
deal  with  the  day-to-day  operations  of  the  business. 


A.  RECRUITMENT 


The  main  purpose  of  the  recruitment  process  is  to  attract  a  diverse  pool  of  qualified 
applicants.  Recruitment  systems  are  closely  linked  with  selection  systems. 


i.  AREA  OF  SEARCH 

Barriers  That  Affect  All  Employees: 

1 .  Government  employees  who  are  required  to  move  more  than  40  kilometres  as 
the  result  of  a  job  competition  can  claim  moving  expenses  according  to  a 
government-wide  policy.  During  times  of  constraint,  many  competitions  are 
restricted  in  their  area  of  search  to  "within  40  kilometres  ".  This  restriction  can 
have  an  adverse  affect  on  qualified  candidates,  in  particular  persons  within  field 
offices  who  may  wish  to  apply  for  competitions  within  Head  Office. 

2.  There  are  inconsistencies  in  the  application  of  the  "40  kilometre "  restriction. 
Not  all  competitions  have  the  restriction  placed  upon  them  but  there  is  no 
communication  as  to  why  this  occurs. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Aboriginal  Peoples 

The  restriction  on  the  area  of  search  has  a  greater  impact  on  this  particular 
designated  group.  For  example,  76%  of  reserves  in  Northern  Ontario  are  more 
than  40  kilometres  from  any  office  of  this  Ministry.  Aboriginal  Peoples  who  live 
on  those  reserves  would  be  excluded  from  any  competition  where  this 
restriction  was  applied. 

Recommendations: 

* 


Apply  this  restriction  on  a  consistent  basis.  Communicate  to  all  employees  the 
basis  for  the  "Area  of  Search  "  restriction. 


The  determination  of  whether  to  place  a  restriction  on  the  "Area  of 
Search "  rests  with  the  Ministry  and  is  based  upon  financial 
considerations.  Guidelines  should  be  set  as  to  when  the  restriction 
should  apply  and  should  be  consistently  followed. 
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Recommend  to  Management  Board  Secretariat  and  OPSEU  that  the  government 
policy  regarding  reimbursement  of  moving  expenses  be  reviewed. 


The  solution  for  this  barrier  rests  with  the  government  policy.  One  way 
would  be  to  change  the  Collective  Agreement.  However,  the  Collective 
Agreement  refers  to  the  policy,  so  an  alternative  would  be  to  amend  the 
policy  itself.  (The  policy  should  be  reviewed  as  to  whether  the  40 
kilometre  restriction  is  "in  tune"  with  the  work  environment  of  today. 
For  example,  there  are  many  people  who  commute  daily  to  Toronto  from 
distances  much  further  than  40  kilometres :) 

Another  possibility  would  be  to  consider  removing  the  policy  altogether. 
Employees  would  then  be  given  the  opportunity  to  assume  responsibility 
for  relocation  costs  as  part  of  their  employment  decisions.  (If  an 
employee  chose  to  pay  for  their  moving  expenses,  under  certain 
conditions,  they  would  be  deductible  for  Income  Tax  purposes.) 


II.  ADVERTISING 

Barriers  That  Affect  All  Employees: 

1.  Employees  do  not  always  feel  that  they  are  able  to  view  advertising 
opportunities  in  a  confidential  manner.  Some  managers  take  notice  of 
employees  viewing  the  job  opportunity  postings  and  make  inappropriate 
remarks  as  to  whether  the  employee  is  unhappy  with  their  current  job,  etc. 

2.  Inconsistent  posting  of  acting  positions  and  secondments.  These  acting 
assignments  and  secondments  would  also  include  special  projects  or  committee 
positions.  Employees  are  unaware  of  the  criteria  used  to  determine  whether 
these  jobs  should  be  posted  or  not. 

3.  Contract  positions  and  Go-Temps  are  perceived  as  being  filled  without  public 
advertising.  As  a  result,  some  designated  group  members  believe  that  they 
may  be  excluded  from  consideration  for  these  openings  since  they  are  not 
aware  of  the  vacancy.  This  point  becomes  especially  important  since  many 
employees  begin  employment  with  the  Ministry  in  these  types  of  positions. 

4.  Some  job  advertisements  still  contain  technical  jargon  and  may  not  reflect  the 
"bona  fide"  requirements  of  the  "entry  level"  of  the  job. 
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One  area  that  arose  relating  to  "bona  fide"  requirements  was  the  need  for 
credentials.  The  issue  of  credentialism  within  the  Ministry  is  discussed  in 
Section  VII. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Persons  With  Disabilities 

Few  alternate  methods  of  producing  advertisements  are  used. 

B.  All  Designated  Groups 

Lack  of  focused  outreach  recruitment  strategy  for  designated  group  members 
results  in  not  reaching  the  target  groups. 

Recommendations: 


Set  dear  criteria  for  the  posting/advertising  of  all  types  of  job  opportunities. 
Communicate  these  criteria  to  appropriate  personnel  and  ensure  that  they  are 
used  consistently. 


Include  within  our  criteria  other  forms  of  advertising,  such  as  local  cable 
channels.  Ministry-specific  "Job-mart",  electronic  bulletin  boards  and 
other  uses  of  technology  that  will  assist  in  providing  the  information  in 
various  formats.  Information  should  be  accessible  to  all  and  this 
accessibility  can  be  increased  with  the  electronic  media  (especially  in  the 
future  as  more  people  have  access  to  electronic  data).  Use  of  electronic 
media  can  also  result  in  compressing  the  time  required  to  provide  the 
information  to  all  parties  and  this  would  be  of  benefit  to  managers  who 
often  find  the  elapsed  time  required  to  hire  staff  to  be  a  concern. 

Procedures  should  be  established  whereby  all  Go-Temp  and  contract 
staff  are  hired  using  a  modified  competitive  process.  This  process  could 
involve  some  preliminary  screening  by  the  Human  Resources  Branch  in 
order  to  develop  a  "pool"  of  these  resources.  Once  the  pool  is 
developed,  managers  could  provide  their  requirements  to  the  Human 
Resources  Branch  who  could  quickly  provide  the  manager  with  a  "short 
list",  of  perhaps  three  candidates,  for  the  manager  to  interview. 
Included  within  the  information  on  the  individuals  within  the  "pool"  could 
be  evaluations  on  previous  assignments  held  by  the  individual. 

Procedures  should  also  be  developed  to  ensure  staff  are  made  aware  of 
the  selection  process  for  all  opportunities,  including  secondments. 
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special  projects,  membership  in  taskforces,  etc.  Wherever  possible,  the 
competitive  process  should  be  used  to  allow  interested  employees  to 
apply  for  these  opportunities. 

+ 

The  issue  of  Outreach  recruitment  is  automatically  handled  whenever 
there  is  an  "open  "  competition.  All  "open  "  competitions  are  placed  in 
"Topical"  and  all  "Topical"  advertisements  are  automatically  sent  to 
Outreach  recruitment. 


Reduce  the  amount  of  technical  jargon  in  advertisements. 


AH  staff  (with  hiring  managers  being  given  priority)  should  receive 
training  on  the  use  of  plain  language. 

In  addition,  we  should  consider  changing  the  whole  thrust  of  our 
advertisements  and  become  more  innovative  in  how  we  outline  key  job 
requirements  and  relate  these  to  the  knowledge  and  skills  required. 
(Corporate  policy  would  have  to  be  reviewed  regarding  number  of  words 
in  an  advertisement,  etc.  in  order  for  some  of  these  more  innovative 
advertising  approaches  to  be  used.) 


Alternate  forms  of  advertisements,  such  as  braille  and  advertisements  on  disk 
must  be  made  available. 


Procedures  must  be  established  to  ensure  that  these  alternate  media  are 
provided  for  all  competitions. 


B.  SELECTION 

Selection  systems  ensure  a  qualified  candidate  fills  each  available  vacancy  in  the 
organization  and  are  closely  linked  with  recruitment  systems.  As  well,  selection 
systems  should  be  linked  to  orientation  and  probation  systems  so  the  selected 
applicant  has  every  opportunity  to  become  fully  integrated  into  the  organization  and 
is  able  to  successfully  fulfil  their  job  duties. 
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SELECTION  CRITERIA 


Barriers  That  Affect  All  Employees: 

1.  Selection  criteria  are  not  always  related  to  the  job  requirements  as  outlined  in 
the  job  specification.  Some  of  this  inconsistency  is  a  result  of  out-of-date- 
specifications.  (There  is  inconsistency  in  the  review  of  job  specifications.) 

2.  There  is  a  lack  of  ranking  of  the  percentage  of  time  allotted  to  job 
responsibilities  on  job  specification.  If  this  time  were  allocated  appropriately, 
it  would  assist  managers  in  identifying  key  job  requirements  both  during  the 
selection  process  and  during  the  evaluation  of  performance. 

3.  There  is  very  little  flexibility  in  the  acceptance  of  equivalent  experience  or 
alternative  experience  in  order  to  best  assess  a  candidate 's  ability,  i.  e.  volunteer 
work,  work  samples,  related  courses,  experience  from  other  countries,  etc. 
The  lack  of  flexibility  in  accepting  transferable  skills  can  especially  affect 
Women  and  Aboriginal  Peoples.  (The  issue  of  equivalent  experience  re-occurs 
in  Credentialism,  see  Section  VII.) 

4.  Some  managers  tack  skills  in  developing  dear,  bona  fide,  "entry  level"  criteria. 
In  the  absence  of  a  more  flexible  set  of  qualification  characteristics,  there  is  a 
tendency  to  overemphasize  and  rely  on  credentials  as  the  basis  for  determining 
competency  level  of  applicants  for  some  jobs.  (A  full  discussion  of  specific 
"credentials"  required  by  auditors  and  assessors  is  outlined  in  Section  VII.) 

Recommendations: 


Ensure  that  selection  criteria  are  developed  based  upon  the  current  job 
requirements. 


Procedures  should  be  introduced  whereby  the  job  specifications  are 
reviewed  on  a  regular  basis.  Appropriate  times  for  review  would  be  prior 
to  posting  a  job  (in  order  to  ensure  that  the  job  specification  reflects  the 
current  job  requirements).  In  addition,  during  the  performance 
management  process,  discussions  should  be  held  between  the  manager 
and  the  employee  to  ensure  that  the  job  specification  is  reflective  of  the 
current  job  responsibilities.  (Some  care  would  have  to  be  taken  in  this 
review  with  employees  since  many  job  specifications  have  multiple 
incumbents.  Each  of  these  incumbents,  over  the  period  being  evaluated, 
may  be  emphasizing  different  aspects  of  the  job.  This  does  not 
necessarily  mean  the  entire  job  specification  needs  to  be  changed  to 
reflect  a  temporary  change  in  priorities.) 
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As  mentioned  earlier  in  Section  V  under  the  heading  "Performance 
Management",  the  job  specification  should  include  time  allotments  to  the 
job  responsibilities  in  order  to  assist  in  determining  the  key  job 
requirements. 

All  subjective  skill  sets  that  are  required  should  have  measurable  linkages 
to  the  application  of  those  skill  sets,  i.e.  good  writing  skills  for  report 
writing ,  etc. 


Ensure  the  appropriate  parties  (i.e.  Human  Resource  staff  and  line  managers) 
know  how  to  set  dear,  bona-fide,  "entry-level"  selection  criteria  for  all  job 
competitions. 


Training  should  be  provided  to  the  appropriate  staff.  The  information 
provided  at  the  training  should  be  available  in  a  reference  manual  that 
can  be  referred  to  by  managers  as  they  begin  the  hiring  process. 

The  current  procedure  of  the  Human  Resources  Branch  and  the 
Employment  Equity  Office  reviewing  all  job  advertisements  for  "plain 
language",  appropriate  selection  criteria  (i.e.  related  to  the  current  job 
specification  and  free  from  systemic  barriers)  should  continue.  As 
managers  receive  the  appropriate  training,  the  review  by  the  Human 
Resources  Branch  and  the  Employment  Equity  Office  should  be  reduced 
to  a  sampling.  Any  concerns  arising  from  this  sample  testing  could  form 
feedback  as  to  whether  further  training  is  required  on  specific  topics. 

More  support  must  be  provided  to  line  managers  in  developing  key  job 
requirements  and  selection  criteria.  This  support  should  be  provided  by 
more  senior  management  who  must  take  responsibility  for  ensuring  that 
job  specifications  are  current  and  selection  criteria  are  relevant. 


II.  PHYSICAL  DEMANDS  ANAL  YS/S  (PDA) 

Barriers  That  Affect  AH  Employees: 

1 .  Many  employees  are  not  aware  that  PDAs  are  supposed  to  be  available  for  all 
jobs.  This  information  would  assist  them  in  determining  if  they  were  able  to 
meet  the  physical  demands  of  the  job.  Job  advertisements  do  not  make  it 
known  that  PDAs  are  available,  upon  request,  from  the  Human  Resources 
Branch. 
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2. 


Some  managers  lack  the  knowledge  required  to  complete  PDAs  which  can 
result  in  inaccuracies.  In  addition,  the  Human  Resources  Branch  indicates  that 
there  has  been  little  updated  information  provided  to  them  on  how  the  PDA  is 
to  be  completed. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Persons  With  Disabilities 

Inconsistent  use  of  PDAs  as  part  of  the  selection  process  can  result  in  physical 
accommodation  being  overlooked. 

Inaccuracies  on  PDAs  may  discourage  Persons  with  Disabilities  (and  in  some 
cases  other  designated  group  members,  i.  e.  Women  and  Racial  Minorities)  from 
applying  for  a  position.  For  example,  if  the  PDA  indicated  that  "one  must  have 
the  ability  to  lift  10  lb.  boxes"  when,  in  fact,  this  may  never  (or  rarely)  be 
required,  then  people  could  incorrectly  screen  themselves  out. 

Some  employees  with  disabilities  are  concerned  that  PDAs  might  be  used  to 
exclude  them  from  consideration  in  competitions  once  they  have  self-identified. 
Disabled  employees  fear  managers  will  assume  they  are  unable  to  do  the 
physical  requirements  of  the  job  without  ever  discussing  the  issue  of 
accommoda  tion. 

Recommendations: 

Management  Board  Secretariat  has  undertaken  a  comprehensive  review  of  the  PDA 
process.  In  the  interim,  the  following  recommendations  should  be  left  in  abeyance. 


Ensure  accurate  PDAs  exist  for  all  jobs  in  the  Ministry. 


The  Human  Resources  Branch  should  obtain  up-to-date  information  on 
the  completion  of  PDAs  from  Management  Board  Secretariat.  Once  this 
information  is  obtained,  training  should  be  provided  to  both  Human 
Resources  staff  and  managers  on  the  correct  procedures  for  completion 
of  a  PDA. 
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Ensure  PDAs  are  used  as  a  means  for  identifying  issues  related  to  physical 
accommodation  and  that  all  applicants  know  they  may  receive  them  early  in  the 
selection  process. 


Before  making  PDAs  available,  we  must  ensure  that  the  PDA  is  current 
and  accurate.  The  requirement  to  have  up-to-date,  accurate  PDAs 
should  form  part  of  the  managers  job  responsibilities  and  be  done  prior 
to  posting  a  job  for  competition  and  during  the  performance  evaluation 
process.  Any  advertisement  should  indicate  that  the  PDA  is  available, 
on  request. 


Train  managers  to  use  PDAs  to  identify  and  discuss  issues  of  physical 
accommodation  in  appropriate  ways. 


This  relates  to  our  earlier  discussion  on  the  training  of  managers  so  that 
they  are  aware  of  accommodation  issues  and,  in  particular,  the 
accommodation  funds. 


III.  WAIVERS 

Waivers  are  used  infrequently  and  are  normally  used  for  management  level  jobs. 
During  the  period  reviewed  by  the  Taskforce,  the  use  of  waivers  was  minimal,  i.e. 
between  3%  and  5%. 

in  the  Tax  Division  of  the  Ministry,  a  program  was  instituted  several  years  ago  entitled 
"Program  Rotation  Committees "  (PROC).  This  was  a  permanent  rotational  assignment 
of  management  staff  within  the  Tax  Division.  The  original  program  was  instituted  for 
higher  level  management  positions,  but  it  has  since  been  lowered  to  the  AM  18  level. 

The  original  concept  of  the  PROC  program  was  to  allow  managers,  who  indicated  an 
interest,  to  rotate  jobs  with  a  manager  at  the  same  level.  Over  the  past  few  years, 
with  reductions  in  the  number  of  management  positions  and  delayering,  the  PROC 
program  has  also  been  used  to  rotate  managers  who  are  in  redundant  (or  less  critical) 
positions  to  other  management  position  at  the  same  level  within  the  division.  This 
element  of  the  PROC  process  has  been  interpreted  by  other  employees  as  limiting  the 
promotional  opportunities  and,  therefore,  creating  barriers  by  reducing  the  number  of 
available  positions.  The  reduction  in  the  number  of  promotional  opportunities  available 
is  not  a  result  of  PROC  but  is  a  result  of  downsizing  the  Ontario  Public  Service. 
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The  PROC  process  is  also  seen  by  some  employees  as  providing  a  benefit  to  an 
already  advantaged  group  (since  staff  in  these  management  positions  are 
predominantly  members  of  the  Non-Designated  Group).  An  analysis  for  the  period 
June  1988  to  September  1993  was  completed  by  the  Employment  Equity  Office  of 
managers  who  participated  in  the  PROC  process.  The  results  were  as  follows: 


Non- 

Designated 

Group 

Women 

Racial 

Minorities 

Francophones 

Persons 

with 

Disabilities 

Aboriginal 

Peoples 

50.8% 

19. 1  % 

24.6% 

4.9% 

1.6% 

0.0% 

These  statistics  show  that  the  percentage  of  the  participants  from  the  Non-Designated 
Group  is  less  than  their  representation  overall  within  these  categories  of  the  Ministry. 

(Note:  Some  employees  are  members  of  more  than  one  designated  group.  For 
example,  a  woman  may  also  be  a  Racial  Minority  and  would,  therefore,  be  counted 
both  in  the  Women  and  Racial  Minority  Groups.  This  can  result  in  total  percentages 
exceeding  100%.) 

Barriers  That  Affect  All  Employees: 

1 .  There  is  little  understanding  by  employees  of  how  managers  can  use  waivers 
to  fill  jobs.  This  creates  the  perception  that  these  procedures  are  used  in  less 
than  fair  and  equitable  ways. 

Recommenda  tions: 


Whenever  possible,  the  competitive  process  should  be  used  to  allow  interested 
employees  to  apply  for  employment  opportunities.  If  waivers  are  used,  ensure 
that  dear  rules  exist  and  are  communicated  to  all  employees. 


There  has  been  a  reduction  in  the  use  of  waivers.  This  is  a  positive  sign 
and  should  continue,  thereby  reverting  to  the  competitive  process  for 
almost  all  opportunities  (including  special  projects,  etc.) 


Job  rotation  should  be  made  available  to  all  employees  of  the  Ministry. 


A  registry  could  be  set  up  by  the  Human  Resources  Branch  for  all 
employees  who  would  like  the  opportunity  to  rotate  into  other  positions 
or  to  serve  on  taskforces  or  committees.  This  would  tie  in  with  the 
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system  that  we  suggested  to  ensure  that  training  needs  identified  during 
the  performance  evaluation  are  met.  The  rotational  opportunities  made 
available  could  be  either  temporary  or  permanent  placements.  Some  of 
these  opportunities  should  take  place  in  priority  occupational  groups. 

Clear  communication  must  be  established  to  ensure  that  staff  are  aware 
of,  and  understand,  the  purpose  of  any  rotational  program. 


IV.  SCREENING 

Barriers  That  Affect  All  Employees: 

1.  Employees  are  not  aware  of  the  criteria  used  for  screening  and  how  the 
screening  process  works. 

2.  Inconsisten t  screening  me thods  are  used  b y  managers.  Screening  is  not  alwa ys 
tied  into  the  bona  fide  job  requirements.  In  some  cases,  managers  may  screen 
out  employees  who  appear  "over-qualified".  (The  screening  process  also 
relates  to  the  "Credentialism"  issue  that  is  discussed  in  Section  VII) 

3.  Alternate  methods  whereby  employees  have  obtained  the  necessary  job  skills 
are  not  always  explored  or  accepted  during  the  screening  process. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Persons  With  Disabilities 

Employees  with  disabilities  indicate  that  they  are  hesitant  to  self-identify  prior 
to  a  competition  because  they  believe  this  information  might  contribute  to  them 
being  screened  out.  (This  also  relates  to  the  earlier  issue  of  the  use  of  PDAs.) 

Recommenda  tions: 


Ensure  dear,  bona  fide,  "entry  level"  criteria  exist  for  screening  applicants  in  job 
competitions  and  that  these  criteria  are  used  in  a  consistent  manner. 


This  issue  was  previously  discussed  under  the  heading  "Selection 
Criteria  ". 
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Ensure  that  those  staff  who  are  involved  in  the  screening  process  are 
knowledgeable  in  determining  each  applicant's  qualifications  in  comparison  to 
the  screening  criteria  so  that  a  fair  and  balanced  screening  decision  takes  place. 


This  is  a  key  area  where  training  and  support  is  required  for  line 
managers  in  order  to  develop  their  skills  in  matching  candidates 
qualifications  with  the  screening  criteria.  Alternative  methods  for 
employees  to  obtain  necessary  job  skills  must  be  explored  and 
understood  by  managers.  In  accepting  these  other  methods  of  obtaining 
the  required  job  skills,  references  will  also  have  to  be  accepted  from  a 
broader  range,  i.e.  volunteer  organizations,  co-workers,  health  care 
providers,  etc. 

Other  agencies  may  have  already  developed  "equivalency" 
measurements  and  the  knowledge  these  agencies  have  acquired  should 
be  utilized.  (We  have  been  told  that  the  University  of  Toronto  has  such 
a  service.) 


/Is  a  regular  part  of  each  competition,  make  staff  aware  of  the  screening 
process  and  provide  the  screening  criteria  to  all  applicants. 


Procedures  should  be  implemented  whereby  the  job  advertisements 
indicate  that  an  information  package  is  available  on  request.  This 
package  should  include:  the  job  specification,  the  Physical  Demands 
Analysis,  the  selection  criteria,  information  on  accommodation,  make-up 
of  the  hiring  panel,  techniques  to  be  used  during  the  hiring  process,  i.e. 
written/oral  tests,  pre-interview  assignments,  etc.  The  selection  criteria 
should  relate  to  the  job  specification  and  include  the  relative  weights  of 
the  various  components. 

(The  current  procedures  outlined  by  Management  Board  Secretariat  for 
the  interviewing  of  Senior  Management  Group  (SMG)  has  many  of  the 
aspects  discussed  above.  The  interviews  are  based  upon  the  candidates 
experience  with  key  components  of  the  job  responsibilities.  These  key 
components  relate  more  to  the  strategic  and  human  resource  skills.  The 
candidates  are  notified  prior  to  the  interview  of  the  criteria  on  which  they 
will  be  assessed,  thereby  providing  them  with  an  opportunity  to  prepare.) 

Also  a  package  of  information  should  be  prepared  and  available  to 
employees  outlining  the  "hiring  process"  and  tips  on  how  to  prepare  for 
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an  interview,  etc.  (In  addition,  a  course  could  be  developed  outlining  the 
screening  and  hiring  processes.) 


V.  TESTING 

Barriers  That  Affect  All  Employees: 

1.  There  are  inconsistencies  in  the  use  of  testing.  Tests  appear  to  be  used  most 
often  for  four  types  of  jobs:  assessors,  auditors,  clerical  positions  and  for 
designated  French-language  positions. 

2.  Employees  are  not  consistently  informed  in  advance  that  tests  will  form  part  of 
the  selection  process,  nor  are  they  provided  with  details  on  the  content  and 
purpose  of  the  tests. 

3.  Some  tests  are  not  relevant  to  the  current  job  requirements.  Typing  tests  are 
not  as  relevant  with  the  wider  use  of  word  processing  on  personal  computers. 
Testing  that  is  outdated  may  exclude  individuals  who  are  qualified  to  perform 
the  current  job  responsibilities. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Francophones 

Employees  in  French-language  positions  (many  of  them  Francophones) 
commented  on  what  they  felt  to  be  inappropriate  testing  procedures.  Some  of 
these  language-proficiency  tests  were  administered  by  phone  rather  than  in 
person  and  were  also  considered  less  than  effective  in  measuring  a  candidates 
capabilities.  Some  employees  thought  the  perceived  lack  of  rigour  in  the 
testing  procedures  made  them  feel  under-valued  for  their  ability  to  communicate 
in  French. 

B.  Persons  With  Disabilities 

Persons  with  Disabilities  sometimes  find  the  time  limits  and  the  approach  taken 
for  some  of  these  tests  to  be  unreasonable.  Suitable  accommodation  for  their 
disability  is  not  always  taken  into  account. 
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Recommends  tions: 


Ensure  tests  used  during  the  selection  process  are  bona  fide  and  accurately 
measure  a  candidate's  ability  in  relation  to  the  specific  job  requirements. 


The  testing  levels  should  approximate  those  levels  of  ability  needed  to 
"enter"  the  job. 


Ensure  that  candidates  are  informed  of  testing  prior  to  their  being  tested. 


As  mentioned  under  the  previous  heading,  "Screening ",  this  would  form 
part  of  the  package  provided,  upon  request,  to  all  applicants. 


Ensure  the  issue  of  accommodation  is  discussed  clearly  with  each  candidate 
and  is  handled  in  appropriate  ways  when  needed. 


Accommodation  has  previously  been  discussed  but,  as  in  all  other 
employment  systems,  accommodation  issues  are  not  clearly  understood 
by  managers  or  consistently  offered. 


VI.  INTERVIEW  PANELS 

Barriers  That  Affect  All  Employees: 

1.  Not  all  managers  are  knowledgeable/capable  in  the  interview  process. 

Barriers  That  Affect  All  Designated  Groups: 

1 .  Due  to  the  high  representation  of  the  Non-Designated  Group  in  the  management 
levels,  there  is  often  no  representation  of  designated  group  members  on  the 
hiring  panel.  As  a  result,  some  of  the  designated  group  members  believe  that 
there  is  a  lack  of  understanding/accommodation  by  hiring  panels  of  cultural 
issues  during  the  interviews. 
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Recommends  tions: 


Ensure  members  of  hiring  panels  develop  knowledge  on  how  to  interview  and 
accommodate  candidates  with  a  variety  of  cultural  characteristics. 


Training  should  be  provided  to  managers  on  how  to  deal  with ,  and 
manage,  cultural  diversity. 

Some  mentoring  by  Human  Resource/Employment  Equity  staff  and 
managers  who  have  acquired  the  above  knowledge  should  be  established 
to  support  the  front-line  managers  until  the  knowledge/skill  is  acquired. 

As  an  interim  measure,  the  use  of  Human  Resource  staff  on  all  interview 
panels  could  provide  assistance,  guidance  and  monitoring  of  the  process. 


VII.  INTERVIEW  PROCESS 
Barriers  That  Affect  All  Employees: 

1 .  The  current  system  places  a  heavy  reliance  upon  the  oral  interview.  Tests, 
letters  of  reference,  demonstrations,  etc.  are  used  only  to  reinforce  the  actual 
interview.  The  use  of  the  oral  interview  only  may  not  be  an  effective  measure 
of  a  candidate's  ability  to  do  the  job. 

2.  Questions  used  during  the  interview  process  are  not  always  related  to  the  job 
duties,  in  some  cases  they  are  overly  technical  and  may  be  too  specifically 
related  to  the  job— thus  giving  staff  from  within  the  area  an  unfair  advantage. 

Barriers  That  Affect  Specific  Designated  Groups: 

Employees  interviewed  by  the  consultant  indicated  that  they  believe  that  they  receive 
differential  treatment  during  the  selection  process  because  of  group  membership,  i.e. 
receive  different  questions  in  the  interview.  Some  employees  in  the  designated 
groups  (especially  Women)  indicate  that  they  have  been  asked  personal  questions  (i.  e. 
family  responsibilities)  during  the  interview  (which  would  not  normally  be  asked  of 
their  male  counterparts).  According  to  human  rights  legislation,  these  questions 
reflect  differential  treatment  and  are  illegal. 

A.  Persons  With  Disabilities 

They  are  not  always  asked  about  accommodation  prior  to  the  interview  (i.e. 
testing,  interview  environment). 
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Recommenda  tions: 


Ensure  appropriate  parties  (i.e.  Human  Resources  staff  and  line  managers)  know 
how  to  develop  effective,  job-related  questions  and  that  the  information 
gathered  is  assessed  in  appropriate  ways. 


The  assessment  of  candidates  should  be  completed  separately  by  each 
of  the  interviewers  prior  to  their  discussions  around  the  selection  of  the 
incumbent. 


Hiring  panels  must  address  issues  of  accommodation  with  all  candidates  prior  to 
the  interview. 


Consider  alternate  methods  to  assess  candidates  suitability  rather  than  placing 
such  a  heavy  emphasis  on  the  oral  interview.  Methods  developed  should  be 
related  to  the  type  of  position  being  filled. 


The  selection  method  should  be  related  to  the  position  being  filled.  For 
example,  the  hiring  of  a  file  clerk  may  not  require  the  emphasis  on  the 
oral  interview  to  be  as  high  as  it  might  be  when  hiring  a  trainer.  In  hiring 
the  file  clerk,  you  may  have  them  actually  perform  a  filing  function 
whereas  the  candidate  for  the  training  position  may  be  required  to  give 
a  presentation  on  a  pre-arranged  topic. 


C.  ORIENTATION 

Orientation  systems  help  a  new  employee  become  adjusted  to  the  work  environment. 
If  done  effectively,  the  employee  feels  welcome  and  supported  while  learning  how  the 
organization  works  and  how  their  job  fits  into  it.  This  system  is  closely  linked  to 
selection  systems  and  probation  systems.  Generally,  orientation  systems  are  both 
formal  and  informal.  Formal  orientations  provide  critical/essential  types  of  information 
to  the  new  employee.  Informal  orientations  reinforce  and  supplement  the  formal 
program. 
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A 


FORMAL  ORIENTATION 


Formal  orientation  to  the  organization  includes  specific  programs  that  help  introduce 

new  employees  to  the  organizational  structure/processes  and  to  ensure  completion  of 

the  documentation  necessary  for  Human  Resources  purposes. 

Barriers  That  Affect  All  Employees: 

1.  Ministry  orientation  programs  do  not  always  provide  relevant  information  to 
new  employees.  Acronyms  are  used  at  the  orientation  sessions.  These 
acronyms  make  it  even  more  difficult  for  new  employees  to  understand  what 
the  Ministry  business  is  all  about. 

2.  Orientation  is  delivered  differently  at  Head  Office  and  at  the  field  offices.  Most 
employees  feel  the  Head  Office  orientation  sessions  are  more  informative  and 
appropriate  for  them.  However,  field  office  staff  indicate  that  their  formal 
orientation  is  less  comprehensive  and  less  attention  is  paid  to  the  quality  of  the 
orientation.  This  inconsistency  and  lack  of  emphasis  makes  employees  feel  less 
than  welcome  when  they  start  work. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Persons  With  Disabilities 

Persons  with  Disabilities  are  not  always  asked  about  accommodation  for  the 
orientation  program. 

Recommenda  tions: 


Ensure  formal  orientation  programs  receive  a  high  profile  throughout  the 
Ministry  so  that  new  staff  truly  feel  welcome.  This  high  profile  should  exist 
equally  at  Head  Office  and  in  field  offices. 


Formal  orientation  must  be  scheduled  for  all  new  employees  (including 
temporary  staff)  within  a  reasonable  time  frame. 

Field  office  staff  should  be  trained  and  given  complete  and  up-to-date 
information  in  order  to  ensure  that  orientation  sessions  in  the  field  offices 
are  equivalent  to  those  given  at  Head  Office. 

An  example  of  a  process  (which  could  be  modified  for  field  office  use 
and  when  used  with  temporary  staff)  to  ensure  that  new  employees  are 
consistently  provided  with  the  information  that  they  require  would  be: 
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Day  One  - 


Spend  the  morning  with  Human  Resources 
Branch  and  Employment  Equity  Office  staff 
signing  documents,  viewing  a  video  on  the 
Ministry,  discussions  on  such  issues  as  the 
Workforce  Profile,  Workplace  Harassment  and 
Prevention  Policy,  Ministry  mission  statement, 
etc. 

In  the  afternoon  spend  time  in  the  particular 
Branch,  discussing  job  requirements  (first 
stage  of  performance  management), 
introductions  to  staff,  etc. 

Week  later  -  1/2  day  follow-up  session  with  Human 
Resources  Branch  and  Employment  Equity 
Office.  Answer  questions  and  concerns, 
follow  up  that  job  responsibilities  have  been 
discussed,  etc.  Perhaps  provide  some 
multicultural  communication  training, 
discussion  on  Ministry  protocol  and  definition 
of  the  probationary  period,  etc. 

Three 

weeks 

later  -  A  short  (perhaps  one  hour)  follow  up  to 
determine  if  there  any  further  questions  or 
concerns. 


Modify  the  existing  formal  orientation  program  to  cover  additional  content 
regarding  those  essential  social/safety  features  (i.e.  Workplace  Hazardous 
Material  Information  (WHM/S)  training)  which  all  new  employees  need  to  know. 
Additional  content  could  cover  areas  such  as  the  Workplace  Discrimination  and 
Harassment  Prevention  Policy,  job  accommodation  and  the  availability  of 
networks  (i.e.  union  stewards.  Employment  Equity  Representative,  etc.)  and 
support  groups. 


In  reviewing  the  formal  orientation  program,  areas  such  as  the  use  of  a 
Bible  while  swearing  the  "Oath  of  Secrecy"  should  be  removed. 


//.  INFORMAL  ORIENTATION 

Informal  orientation  includes  activities  the  hiring  manager  (or  a  delegate)  takes  to 
welcome  the  new  employee  to  their  work  area.  (The  new  employee  may  not  be  a 
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new  employee  with  the  Ministry  but  may  be  a  new  employee  to  the  particular  work 
area.)  Activities  would  include  introducing  new  employees  to  other  staff,  assigning 
a  work  station,  ensuring  new  employees  have  resources  they  need  to  do  the  job,  and 
discussing  informal  va/ues/processes  that  may  not  be  covered  during  the  formal 
orientation. 

Barriers  That  Affect  All  Employees: 

1.  Inconsistencies  exist  as  to  the  degree  of  informal  orientation  completed  within 
the  Ministry.  Sufficient  time  is  not  always  given  to  the  task  of  making  the 
employee  fee/  a  part  of  the  new  organization/group. 

2.  Employees  at  tower  levels  in  the  organization  (more  often  members  of 
designated  groups)  believe  that  they  receive  less  attention  than  those  at  higher 
levels.  For  example,  employees  at  clerical  levels  would  be  introduced  to  less 
of  their  colleagues  that  those  employees  at  "professional"  levels,  in  a  similar 
fashion,  temporary  staff  (i.e.  Go-Temp,  contracts  and  students)  are  not  always 
made  to  feei  welcome  and  are  not  routinely  provided  with  any  basic  overview 
of  the  Ministry  such  as  fire  exits,  first  aid  information,  etc. 

Barriers  That  Affect  Specific  Designated  Groups: 

A.  Persons  With  Disabilities 

The  issue  of  accommodation  is  not  always  discussed  as  it  relates  to  the  new 
work  place,  if  accommodations  are  not  provided  in  a  timely  manner,  it  may  be 
impossible  for  the  person  with  the  disability  to  perform  the  job  responsibilities. 

Recommenda  dons: 


Ensure  sufficient  time  is  taken  to  provide  employees  with  needed  resources  and 
to  make  them  truly  feel  welcome  and  supported  in  their  new  work  environment. 
This  informal  orientation  must  be  considered  as  important  as  formal  orientations 
(if  not  more  so).  Retention  should  increase  if  new  employees  feel  they  have 
been  well  prepared  to  assume  their  job  responsibilities. 


"Welcoming  committees"  could  be  formed,  especially  in  larger  offices, 
to  assume  some  of  these  responsibilities. 

Information  should  be  provided  to  managers  on  the  importance  of  this 
informal  orientation  and  how  this  benefits  the  organization.  Include  in 
this  information,  some  suggestions  as  to  the  areas  to  be  covered  during 
the  orientation  process. 
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Ensure  issues  of  accommodation  are  discussed  with  all  employees  during  this 
informal  orientation. 


D.  PROBATION 

Probationary  periods  are  meant  to  help  new  employees  gain  proficiency  in  performing 
their  job  duties.  As  well,  it  sets  a  formal  time  period  for  both  the  employer  and 
employee  to  confirm  "job  suitability"  (the  match  between  the  employee  and  the  job). 
These  periods  should  incorporate  a  dear  discussion  of  job  responsibilities  and 
accountabilities,  development  of  an  appropriate  training  plan,  and  provision  of  regular 
feedback  and  support.  This  is  the  final  step  in  the  Entry  Systems  and  should  be 
closely  linked  to  selection  and  orientation. 

Barriers  That  Affect  All  Employees: 

1.  Probationary  programs  do  not  always  (a)  outline  job  responsibilities,  (b)  provide 
for  systematic  training,  and  (c)  provide  feedback  and  support  which  can  impede 
employees  from  performing  their  job  satisfactorily. 

2.  Most  often,  new  employees  are  assigned  to  a  "buddy"  in  the  workplace.  In 
some  cases,  the  selection  of  the  "buddy"  may  not  be  appropriate,  i.e.  the 
"buddy"  may  not  be  competent  or  want  to  share  key  job  information. 

Recommendations: 


Ensure  all  new  employees  clearly  understand  their  job  responsibilities  and 
accountabilities. 


This  links  clearly  to  the  need  to  ensure  that  job  specifications  are  up-to- 
date  and  in  the  first  step  in  the  management  of  performance. 


Formal  training  plans  must  exist  for  all  new  employees. 


Managers  should  not  abdicate  their  responsibility  for  training  to  an 
employee  ("buddy").  The  "buddy"  can  be  used  to  assist  the  manager  in 
ensuring  that  adequate  training  and  support  is  given  to  the  new 
employee.  Clear  accountabilities  must  be  established  for  the  manager  to 
take  full  responsibility  to  ensure  that  the  new  employee  is  provided  with 
adequate  training  related  to  the  job  responsibilities. 
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Ensure  new  employees  receive  timely  feedback  and  regular  support. 


Men  toring/buddy  systems  and  folio  w-up  by  managers/supervisors  should 
be  established  to  ensure  that  employees  are  not  only  aware  of  their  job 
responsibilities  but  are  also  provided  with  assistance  in  achieving  the 
required  standards. 


Ensure  there  is  a  dear  linkage  between  selection,  orientation  and  probation  and 
how  employees  will  move  through  these  systems.  Ensure  this  process  is 
applied  consistently. 


Communications  about  key  job  requirements  and  selection  criteria 
throughout  both  the  entry  and  Retention  Systems  will  help  to  ensure  that 
these  linkages  occur.  Employees  must  be  made  aware  of  the  terms  of 
the  probation  period. 


D.  SUMMARY 

As  can  be  seen  after  reviewing  both  the  Retention  and  Entry  Systems,  there  are 
definite  linkages  between  the  issues  arising  in  both  of  these  employment  systems. 
Again,  a  lot  of  the  recommendations  revolve  around  better  communications  and 
appropriate  training  (especially  human  resource  issues  training  for  managers).  A  need 
for  consistency  in  application  has  also  appeared  in  the  discussion  of  these  two 
systems. 

In  addition,  "Credentialism"  relates  to  both  the  Entry  and  Retention  Systems. 
Therefore,  before  addressing  the  Exit  Systems,  we  will  first  discuss  "Credentialism". 
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SECTION  V//--CREDENTIALISM 


The  issue  of  credentialism  was  reviewed  by  the  Documentation  Review  Committee 
and  discussed  both  in  the  one-on-one  interviews  and  during  focus  group  sessions,  in 
fact,  one  focus  group  session  was  dedicated  entirely  to  a  discussion  of  credentialism 
by  senior  managers  within  the  Ministry. 


DEFINITION 

"The  Human  Resources  Directives  and  Guidelines"  indicates  that  credentialism  is  an 
important  employment  practice  requiring  candidates  to  have  formal  qualifications, 
such  as  a  degree,  certificate  or  licence.  Credentialism  also  includes  the  requirement 
for  a  specific  number  of  years  of  experience. 

However,  in  this  particular  section,  we  will  restrict  our  comments  to  the  issue  of 
credentialism  as  it  relates  to  the  obtaining  of  such  "designations"  as:  Chartered 
Accountant,  (C.A.);  Certified  Management  Accountant  (C.M.A.);  Certified  General 
Accountant  (C.G.A.);  or,  any  of  the  designations  obtained  through  the  International 
Association  of  Assessing  Officers  ( C.A.E .  or  R.E.S.j,  the  Institute  of  Municipal 
Assessor  of  Ontario  (M.I.M.A.  or  A./.M.A.)  or  the  Appraisal  Institute  of  Canada 
(C.R.A.  or  A.A.C.I.). 


BACKGROUND 

The  use  of  "designations "  is  primarily  found  within  two  areas  of  the  Ministry:  the  Tax 
Division  (for  auditors)  and  the  Assessment  Division  (for  assessors).  These  two 
divisions  make  up  a  major  portion  of  job  positions  within  the  Ministry. 


DIRECTIVES  AND  GUIDELINES 

There  are  various  Corporate  and  Ministry  documents  that  refer  to  the  issue  of 
credentialism. 

"Directives  and  Guidelines"  published  by  Human  Resources  Secretariat  (now 
Management  Board  Secretariat)  outlines,  in  Directive  4.2.  1 ,  that: 


All  selection  criteria  upon  which  the  selection  decision  will  be  based 
must  be: 

•  developed  from  the  duties  of  a  position  and  represent 
bona  fide  occupational  requirements;  [emphasis  added] 

•  established  at  the  outset  and  not  changed  during  the 
process; 


•  free  of  credentials  except  where  required  by  statute, 
regulations  or  where  a  credential  is  the  sole  means  of 
acquiring  the  skills,  knowledge  and  ability  necessary  for 
effective  performance;  [emphasis  added/ 

•  free  of  direct  or  indirect  references  to  years  of 
experience; 

•  free  of  unjustifiable  barriers  to  the  hiring  of  employment 
equity  designated  groups  and  groups  identified  under 
the  "Ontario  Human  Rights  Code"; 

•  reflective  of  the  level  of  expertise  required  for  entering 
the  job.  Only  in  exceptional  circumstances  can  the 
level  required  be  equal  to  that  demonstrated  by  an 
incumbent  who  is  fully  experienced  in  the  job. 

This  same  publication  provides  guidelines  to  the  use  of  credentialism  in 
Guideline  4.2.4.  and  states  the  following: 

Credentialism  is  an  employment  practice  requiring  candidates  to  have 
formal  qualifications,  such  as  a  degree,  diploma,  certificate  or  license. 

The  requirement  for  specific  number  of  years  of  experience  is  a  form 
of  credentialism. 

Standards  of  proficiency,  such  as  those  set  by  the  Human  Resources 
Secretariat  in  typing  or  French,  are  not  credentials. 

Requiring  formal  job  credentials  may  create  systemic  barriers  for  certain 
individuals  or  groups.  Asking  for  a  credential  will  discourage  some 
people  from  applying  for  a  position  that,  given  their  previous  experience 
and  on-the-job  training,  they  might  be  otherwise  qualified  for.  Having 
a  credential  does  not  necessarily  guarantee  better  performance  or 
greater  aptitude. 

Managers,  therefore,  should  review  existing  requirements  for 
credentials  to  ensure  they  are  essential  to  finding  the  best  person  for 
the  job. 

A  credential  must  only  be  used  as  a  selection  criteria  when  the 
accreditation  is  required  by  statute  or  regulation. 

For  some  positions,  however,  the  only  method  of  obtaining  the  skills, 
knowledge  and  ability  needed  for  effective  job  performance  may  be 
through  a  credential  which  is  not  required  by  statute  or  regulation.  An 
example  is  training  in  occupational  therapy  acquired  by  completing  an 
Occupational  Therapy  certificate. 

Before  concluding  that  a  particular  credential  is  the  sole  means  by 
which  a  candidate  will  acquire  the  needed  job  skills,  the  following 
questions  should  be  answered: 

•  What  skills  and  knowledge  necessary  for  the  job  are 
acquired  by  obtaining  the  credential? 
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•  Are  there  job  duties  that  candidates  lacking  the 
credential  could  not  perform? 

•  Is  it  the  whole  credential  which  imparts  the  needed  job 
skills  or  only  some  part  of  it,  for  example  selected 
courses ?  (If  so,  ask  only  for  those  courses.)  Can  the 
skills  learned  through  the  course  be  obtained  by  other 
means? 

•  Are  you  confident  that  a  particular  credential  provides 
the  only  means  of  ensuring  effective  performance? 

Where  it  is  possible  to  identify  means  other  than  credentials  for 
acquiring  the  skills,  knowledge  and  ability  to  perform  the  job,  only 
these  requirements  should  be  advertised.  Managers  should  exclude  the 
requirement  for  a  specific  credential  and  replace  it-in  both  the  position 
specification  and  the  job  advertisement— with  statements  describing  the 
knowledge,  skills,  or  experience  required  to  do  the  job.  Similarly, 
indirect  references  to  credentials  should  not  be  used,  for  example, 

"knowledge  of  behavioral  analysis  normally  acquired  through  a  degree 
in  psychology". 

A  candidate  holding  a  credential  from  outside  Ontario  or  Canada  must 
be  given  a  reasonable  opportunity  to  provide  an  assessment  of 
equivalency  or  obtain  Ontario  accreditation.  To  question  a  credential 
which  has  been  assessed  as  an  Ontario  equivalent  would  be 
introducing  another  systemic  barrier  to  employment. 

The  Ministry  of  Revenue  Policy  Directive  0802-07  discusses  the  advertising  of 
credentials. 


Credentials  will  not  be  advertised  as  "preferences  "  or  "assets  ".  Where 
a  degree  or  certificate  is  included  as  a  requirement  in  the 
advertisement,  then  candidates  not  possessing  the  necessary 
credentials  shall  not  to  [sic]  be  considered  as  qualified. 


CONSIDERATIONS 

Some  points  raised  by  various  individuals  and  focus  groups  that  should  be  considered 
when  reviewing  the  area  of  designations  are: 

•  The  Ministry  benefits  from  its  employees  having  designations.  We  do  not  see 
the  Ministry  as  being  an  accounting/assessment  training  organization— it  is  in 
the  business  of  collecting  revenues  for  the  province.  We  should,  therefore,  use 
the  expertise  of  the  educational  bodies  who  grant  these  designations  to  assist 
in  the  training  component. 
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•  The  fact  that  designations  can  ensure  that  the  required  skill  sets  are  met  should 
not  be  taken  as  a  "proxy"  for  not  looking  at  other  possible  avenues  of  obtaining 
the  required  skills— such  as  equivalent  educational  programs  and/or  experience. 

•  The  need  for  designations  is  often  "imposed"  by  outside  parties.  For  example, 
on  October  26,  1993,  the  Ontario  Association  Appraisal  Institute  of  Canada 
wrote  to  Premier  Bob  Rae  and  indicated  that  they  are  concerned  that  "your 
government  is  committed  to  removing  credentialism  within  the  civil  service,  to 
implement  your  employment  equity  program".  (In  particular  the  Institute  was 
concerned  about  staff  involved  with  the  valuation  of  real  estate  for  purposes 
of  real  property  taxation  through  the  assessment  function.)  The  letter 
requested  that  "the  Ontario  Government  ensure  only  competent  properly  trained 
persons  are  charged  with  assessing  property  for  taxation  purposes".  In  a 
similar  fashion,  designations  such  as  C.A.,  C.M.A.,  or  C.G.A.  are  often 
requested  by  senior  executives  of  companies  being  audited  by  staff  of  the 
Taxation  Division.  Assessors  and  auditors  may  also  have  to  appear  in  "court" 
as  the  Ministry's  expert  witness  and  designations  help  to  establish  their 
credibility. 

•  Although  third  parties  may  prefer  that  assessors  and  auditors  have 
designations,  we  must  keep  in  mind  that  it  is  the  Ministry  who  will  be 
responsible  to  prove  that  these  designations  are  bona  fide  to  perform  the  job 
functions  since  none  of  these  designations  are  required  by  statute.  The  view 
could  be  taken  that  the  "client"  should  more  properly  rely  on  the  reputation  of 
the  Ministry  to  indicate  that  staff  are  qualified  rather  than  to  be  dependent  on 
the  designation. 

•  There  is  a  possibility  that  the  criteria  used  by  the  organizations  and  institutions 
granting  designations  may  have  some  additional  components  that  do  not  relate 
to  the  needs  of  the  Ministry.  For  example,  the  organizations  may  use  the  "Bell 
Curve "  to  control  the  number  of  graduates  from  the  program  in  order  to  sustain 
an  appropriate  supply  and  demand  of  persons  with  its  designations. 

•  It  is  not  always  possible  to  determine  if  the  designations  do,  in  fact,  create  a 
systemic  barrier.  For  example,  although  the  data  analysis  indicates  an  under¬ 
representation  of  women  in  the  Financial  Officer  series  (auditors  are  included 
in  this  series),  more  recent  graduating  classes  from  the  accounting  designations 
appear  to  be  well-represented  by  women.  Given  the  high  representation  of 
women  in  graduating  classes,  what  is  it  that  is  preventing  women  from  entering 
the  financial  officer  series? 

•  The  population  from  which  we  draw  our  employees  is  better  educated.  In  the 
current  environment,  there  are  many  candidates  applying  for  jobs  who  have 
designations.  On  the  other  hand,  when  recruiting  for  a  position,  entry  level 
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requirements  are  all  that  should  be  considered,  even  though  there  may  be  a 
"pool"  of  candidates  who  exceed  the  entry  level  requirements. 

•  The  existing  climate  creates  an  environment  where  extremely  large  numbers  of 
candidates  apply  for  job  competitions-especial/y  "open"  competitions.  The 
result  of  these  large  numbers  is  that  the  recruitment/selection  process  becomes 
extremely  cumbersome  for  managers.  The  use  of  designations  as  a  screening 
tool  by  managers,  therefore,  becomes  attractive  and  makes  the  process 
relatively  straightforward  and  less  time  consuming. 

•  If  the  required  knowledge  can  be  obtained  through  some  equivalency,  such  as 
a  foreign  credential  or  related  experience,  managers  do  not  have  the  support  or 
knowledge  to  judge  these  equivalencies. 

•  The  Ministry  financially  supports  employees  taking  courses  towards  their 
designation,  as  well  as  providing  time  off  for  studying  and  taking  the 
examinations.  (This  financial  support  may  not  be  consistent  in  its  application.) 

•  Although  several  job  requirements  indicate  the  need  for  a  designation  in  order 
to  perform  the  job,  there  is  always  the  possibility  that  once  an  employee 
acquires  the  job,  he/she  will  cease  to  be  a  member  in  the  institute  or 
organization.  Although  they  will  no  longer  be  a  member,  they  will  still  have  the 
skills/knowledge  acquired  by  completing  the  program.  However,  if  they 
subsequently  applied  for  the  same  or  similar  job,  they  would  no  longer  meet  the 
advertised  job  requirements  even  though  they  still  had  the  skills/knowledge. 
(In  some  cases,  the  need  to  have  maintained  membership  has  been  used  by 
employees  to  argue  that  they  should  be  reimbursed  by  the  Ministry  for 
maintaining  their  membership.) 

•  Conversely,  members  of  these  organizations  and  institutions  may  continue  to 
pay  the  fees  required  to  maintain  their  membership,  but  may  decide  not  to  take 
any  courses  to  remain  current  within  their  particular  field.  Therefore,  there  is 
no  "guarantee"  that  a  person  with  a  designation  has  current  knowledge. 
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RECOMMENDA  T/ON 


Managers  should  exclude  the  requirement  for  a  specific  designation  and  replace 
it— in  both  the  position  specification  and  the  job  advertisement— with  statements 
describing  the  knowledge,  skills,  or  experience  required  to  do  the  job. 


The  Ministry  must  take  responsibility  for  itemizing  the  needed  skill  sets 
for  the  job  requirements  and  must  periodically  re-evaluate  these  criteria. 

Some  of  the  onus  for  proving  that  the  required  skills/knowledge  are  there 
should  also  be  placed  upon  the  individual  applying  for  the  position. 

Having  identified  these  specific  skills/knowledge  requirements,  managers 
must  be  prepared  to  assess  the  individual  candidates  against  these 
criteria.  Someone  who  possesses  the  designation  may  be  a  simple 
match.  (Periodic  reviews  should  be  completed  to  ensure  that  the 
governing  bodies'  curricula  continue  to  meet  the  needs  outlined  in  the 
job  requirements .) 

Where  candidates  do  not  have  the  designation,  managers  will  require 
support  and  resources  to  assist  them  in  determining  if  the  candidate 
meets  the  job  requirements.  The  Human  Resources  Branch  will  need  to 
assist  managers  in  evaluating  criteria  and  identifying  organizations  which 
may  have  already  completed  some  analysis  of  "equivalencies".  (This 
was  discussed  earlier  in  Section  VI  under  the  topic  "Selection".) 

This  may  result  in  managers  needing  to  spend  more  time  on  the 
recruitment  process.  However,  this  relates  to  the  key  recommendation 
regarding  the  shifting  of  the  emphasis  of  managers  from  technical  issues 
to  the  human  resources  issues. 


We  will  now  proceed  to  review  the  Exit  Systems.  These  systems,  if  used  properly 
can  help  us  to  learn  about  our  organization  and  manage  our  staff  in  a  fair  and 
equitable  manner. 


77 


SECTION  VII/-SEPARA  TION  SYSTEMS 


A.  DISCIPLINE 

Discipline  is  used  in  situations  where  employees  do  not  meet  standards  of  work 
performance  or  who  breach  organizational  policies  and  procedures.  Disciplinary  action 
should  be  applied  consistently  and  must  be  based  on  information  that  can  be 
substantiated  and  measurable  criteria.  Disciplinary  systems  are  usually  linked  with 
performance  management  systems. 

Barriers  That  Affect  All  Employees: 

1.  Discipline  is  rarely  used  within  the  Ministry.  If  used ,  it  is  usually  in  extreme 
performance  problems.  Employees  believe  that  managers  will  not  discipline 
employees  for  fear  of  OPSEU  grievances.  Managers  indicate  that  they  are 
reticent  to  use  disciplinary  action  with  some  members  of  designated  groups  for 
fear  of  being  accused  of  discrimination.  As  a  result ,  some  employees  believe 
that  the  whole  work  group  receives  disciplinary  treatment  rather  than  directing 
it  at  the  individual  employee  who  is  actually  responsible. 

Recommenda  tions: 


Ensure  there  are  dear  linkages  between  performance  management  and 
discipline.  Employees  must  clearly  know  their  job  responsibilities  and 
understand  the  standard  expected  of  them.  Appropriate  corrective  action 
should  occur  when  the  need  is  there. 


Performance  management  not  only  includes  the  identification  of  training 
needs  and  future  potential  of  the  employee  but  also  includes  a 
responsibility  to  take  corrective  action  when  the  employee  is  capable  of 
performing  but  is  not  doing  so. 


Ensure  managers  know  how  and  when  to  use  the  disciplinary  process  and  are 
actively  supported  by  the  Ministry. 


Continuous  training  and  support  should  be  provided  to  managers  in 
identifying  issues  requiring  disciplinary  action  and  in  dealing  appropriately 
with  the  individual.  There  are  formal,  progressive  steps  in  discipline 
outlined  but  not  all  managers  are  knowledgeable  in  these  steps,  nor 
comfortable  in  dealing  with  difficult  situations. 


OPSEU  is  required  to  defend  any  action  initiated  by  a  bargaining  unit 
employee.  As  much  as  this  unconditional  support  is  necessary  for  a 
variety  of  reasons,  managers  should  be  supported  by  the  Ministry  in  any 
appropriate  action  that  they  take.  Consideration  should  be  given  to  the 
various  stages  of  the  grievance  process  to  make  it  more  open  and 
consultative  at  an  earlier  stage. 


B.  LAYOFFS  AND  TERMINATION 

During  the  interviews  performed  by  the  consultants,  employees  indicated  that  they 
believe  the  Ministry  has  done  an  effective  job  of  "taking  care  of  their  own"  in  the 
past.  As  a  result,  most  employees  who  were  declared  surplus  would  be  found 
another  job  in  the  Ministry. 

Barriers  That  Affect  All  Employees: 

1 .  There  are  inconsistencies  in  the  procedures  used  in  determining  how  contract 
employees  are  laid  off  and  recalled.  Since  many  designated  group  members 
begin  careers  with  the  Ministry  in  these  jobs,  the  arbitrary  use  of  this 
mechanism  may  have  an  adverse  impact  on  members  of  the  designated  groups. 

Recommendations: 


Clearly  define  the  criteria  for  laying  off  and  recalling  temporary  employees  and 
communicate  this  information  to  employees.  Ensure  that  this  process  is 
monitored  by  appropriate  parties,  i.e.  senior  management.  Human  Resources 
Branch. 


This  process  relates  to  the  screening,  hiring  and  evaluation  of  all 
temporary  staff.  Clear  guidelines  must  be  established  and  followed  to 
ensure  that  temporary  vacancies  are  filled  for  a  specified  period  of  time 
after  which  the  employee  returns  to  the  "pool"  of  available  resources  for 
future  temporary  opportunities. 


C.  EXIT  INTERVIEWS 

Exit  interviews  are  a  means  of  determining  why  employees  leave  the  organization. 
This  information  can  help  an  organization  modify  its  recruitment,  selection  and 
retention  strategies  in  a  way  that  meets  their  organization  mandates. 
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Barriers  That  Affect  All  Employees: 


1 .  Exit  interviews  are  done  inconsistently  in  the  Ministry. 

Recommenda  tions: 


Ensure  exit  interviews  are  conducted  on  a  consistent  basis  and  that  employee 
confidentiality  is  maintained. 


Exit  interviews  should  be  completed  by  Human  Resources  Branch  staff 
for  all  employees  leaving  the  Ministry. 

In  addition,  consideration  should  be  given  to  instituting  procedures  to 
interview  staff  permanently  moving  from  one  branch  to  another  to  obtain 
feedback  on  the  application  of  the  various  employment  systems  within 
that  branch. 

A  follow-up  questionnaire  (to  be  sent  to  the  individual's  residence)  could 
be  considered  as  a  follow-up  to  the  exit  interview.  (This  questionnaire 
could  also  serve  as  an  alternate  means  of  acquiring  information  where 
the  employee  was  uncomfortable  in  sharing  their  views  during  the 
interview.) 


Use  the  information  from  the  exit  interviews  to  modify  hiring  and  retention 
policies  and  practices,  as  required. 


A  system  must  be  developed  to  analyze  the  information  gathered.  With 
the  small  numbers  of  staff  leaving  the  Ministry,  the  amount  of  data  may 
not  be  sufficient  to  determine  trends  or  deficiencies  within  our 
employment  systems.  However,  if  interviews  were  conducted  with  staff 
moving  from  one  branch  to  another,  further  data  may  be  available  to 
assist  in  providing  useful  information  that  can  be  used  to  ensure  that 
linkages  exist  in  the  systems  and  appropriate  training  is  given  as 
required. 

In  order  to  ensure  confidentiality,  individual  data  should  not  be  used. 
Analyzing  trends  that  occur  over  a  period  of  time  will  help  to  ensure  that 
the  individual  data  remains  confidential. 
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SECTION  IX  SUMMARY  AND  CONCLUSIONS 


ON  THE  MINISTRY'S  EMPLOYMENT  SYSTEMS 


This  section  summarizes  the  issues  discussed  in  the  three  previous  sections  that 
specifically  relate  to  the  employment  systems.  We  have  to  keep  in  mind,  as  we  had 
outlined  in  Section  IV,  that  the  removal  of  these  barriers  cannot  be  successfully 
completed  unless  we  first  address  the  issue  of  the  changing  role  of  management.  Too 
often,  the  burden  of  the  failure  of  the  employment  systems  is  placed  on  the  shoulders 
of  the  managers.  We  cannot  expect  managers  to  be  able  to  put  the  effort  into 
removing  the  specific  barriers  within  the  system  unless  the  Ministry  is  willing  to 
reduce  managers'  involvement  in  the  daily  operational  functions  thereby  providing  the 
time  to  perform  the  extremely  important  role  of  dealing  with  a  key  resource-staff. 

Overall,  there  are  four  major  issues  related  to  the  formation  of  employment  barriers 
in  the  Ministry.  They  are:  (a)  development  of  bona  fide  practices  and  use  of 
reasonable  accommodation,  (b)  inconsistency  of  system  use,  fc)  absence  of  dear 
linkages  between  related  systems,  and  (d)  inconsistent  communication. 


A.  BONA  FIDE  PRACTICES  AND  A CCOMMODA  TiON 

The  first  issue  relates  to  whether  elements  in  the  employment  systems  are  bona  fide. 
Bona  fide  means  there  is  a  definite,  objective  link  between  a  required  element  or 
employment  criterion  (such  as  the  need  to  have  specific  technical  knowledge)  and  the 
job  to  be  performed-such  that  the  requirement  can  be  shown  to  be  objectively 
necessary  for  performance  of  that  job.  For  example,  is  knowledge  of  courtroom 
procedures  really  necessary  for  a  property  assessor's  job,  just  in  case  they  have  to 
testify  in  court  some  day? 

An  issue  related  to  bona  fide  practices  is  that  of  reasonable  accommodation.  Even 
if  the  criterion  is  considered  to  be  bona  fide,  it  may  have  an  adverse  impact  on  some 
members  in  the  designated  groups.  In  this  case,  we  must  try  to  accommodate  those 
individuals,  short  of  undue  hardship.  For  example,  the  40  kilometre  area  of  search 
restriction  appears  to  have  an  adverse  impact  on  many  Aboriginal  Peoples,  especially 
in  rural  settings.  Therefore,  could  we  waive  the  restriction  for  members  of  that 
particular  group  in  order  to  accommodate  them  and  alleviate  the  impact  of  this 
employment  barrier? 


B.  CONSISTENCY  OF  SYSTEM  USE 


The  second  issue  relates  to  how  consistently  the  systems  are  being  used.  Even  if  we 
have  bona  fide  employment-related  requirements  and  criteria,  their  use  may  not  be 
consistent  throughout  the  Ministry.  Consistency  should  be  focused  on  achieving 
similar  results  and  outcomes  for  all  employees  in  similar  circumstances.  Otherwise, 
arbitrary  decision  could  be  made  that  would  adversely  impact  members  of  the 
designated  groups  (as  well  as  other  employees). 

One  reason  for  any  inconsistency  relates  to  how  clearly  the  employment  requirements 
and  criteria  are  defined.  For  example,  have  we  formulated  dear,  concrete  criteria  and 
methods  for  selecting  candidates  for  training  opportunities? 

A  second  reason  relates  to  how  clearly  the  employment  requirements  and  criteria  are 
communicated  to  all  employees.  Does  everyone  receive  regular  education  and 
communication  regarding  the  use  of  these  requirements  and  criteria? 

A  third  reason  relates  to  the  lack  of  controls  and  accountability  for  using  the 
requirements  and  rules  in  consistent  ways.  Do  we  regularly  monitor  how  the  systems 
are  used  and  make  employees  accountable  for  both  effective  and  ineffective  use  of 
these  systems? 


C.  LINKAGES  BETWEEN  RELATED  SYSTEMS 

The  third  issue  relates  to  whether  dear  linkages  exist  between  relevant  employment 
systems.  If  the  linkages  are  dear,  the  systems  will  support  each  other  in  appropriate 
ways  so  there  will  be  less  chance  for  arbitrary  decisions  to  be  made  about  an 
individual  employee's  movement  in  the  Ministry. 

For  example,  if  performance  management  is  handled  regularly  and  effectively,  the 
results  should  help  managers  identify  training  and  development  opportunities  for  a 
particular  employee  which  can  then  be  arranged.  If  this  linkage  is  not  there,  then  (a) 
the  manager  and  employee  will  not  know  what  his/her  past  performance  has  been  and 
(b)  there  is  a  greater  chance  that  an  arbitrary  decision  will  be  made  about  whether  the 
employee  should  receive  training  (or  if  he/she  does  receive  it,  what  kind  it  should  be). 
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Knowing  how  employment  systems  are  linked  is  a  critical  knowledge  area.  Therefore, 
helping  managers  develop  this  knowledge  and  the  skills  to  create  linkages  in  their  own 
work  area  is  essential. 


SYSTEM  SCHEMATIC 


D.  INCONSISTENT  COMMUNICATION 

Throughout  the  last  several  sections,  we  have  outlined  the  barriers  experienced  by 
both  designated  and  Non-Designated  groups  and  the  recommendations  to  remove 
these  barriers.  We  have  continually  seen  references  that  staff  are  not  aware  of  how 
some  of  the  systems  operate,  why  decisions  are  being  made,  or  the  availability  of 
career  opportunities.  In  other  words,  people  are  not  being  consistently  informed  of 
important  information  that  can  affect  their  future  within  our  Ministry. 

Although  "communication"  is  not  an  employment  system,  it  is  a  key  enabler  in 
ensuring  that  the  systems  operate  effectively. 
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KEY  RECOMMENDA  TION 

Communication  channels  must  be  established  to  ensure  that  all  employees 
receive  consistent  and  timely  information. 


Technological  solutions  should  be  explored  such  as  expanded  e-mail, 
electronic  bulletin  boards,  telephone  inquiry  numbers  that  allow  for 
specific  p re-printed  information  to  be  forwarded  to  the  caller  by  fax,  etc. 

All  staff  should  have  access  to  the  technology  even  if  it  is  a  common 
branch/section  workstation.  The  information  available  should  not  be 
limited  to  the  needs  of  the  employee's  job. 

For  example,  an  electronic  bulletin  board  would  contain:  Ministry 
bulletins  and  memoranda;  all  corporate  bulletins,  information  circulars 
and  memoranda;  and,  all  employment  opportunities. 
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SECTION  X-CHANGE  STRATEGY 


A  change  strategy  is  a  major  component  of  the  Employment  Systems  Review  (ESR). 
It  provides  a  platform  for  the  successful  implementation  of  recommendations  and  sets 
the  current  scene  within  the  Ministry.  A  change  strategy  is  not  an  implementation 
plan  detailing  the  who,  what  and  when  of  implementation.  Rather,  the  change 
strategy  answers  the  question  "What  strategy  should  we  adopt  to  ensure  that  the 
implementation  process  is  effective ?" 

The  strategy  for  change  must  win  commitment  and  support  of  all  employees,  in  part, 
by  correcting  misunderstandings  about  the  nature  of  employment  equity  in  the 
Ministry.  All  employees  need  to  understand  how  fair  and  equitable  employment 
practices  play  out  in  everyday  work  situations.  They  should  also  understand  that 
there  are  solid  "business"  reasons  for  strengthening  employment  systems  and  that 
everyone  can  benefit  by  these  changes. 

This  change  strategy  addresses  the  following  important  issues: 

•  Positioning  the  implementation  process ; 

•  Ensuring  the  Ministry  readiness  for  change ; 

•  Identifying  specific  elements  of  the  organization  which  need  to  be 
changed ;  and 

•  Identifying  the  do's  and  don'ts  of  implementation  in  the  Ministry. 

In  developing  this  change  strategy,  we  have  relied  upon  our  own  understanding  of  the 
culture  within  the  Ministry  as  well  as  information  gathered  at  the  one-on-one 
interviews  and  focus  group  sessions.  It  is  worth  noting  that  by  using  members  of  the 
ESR  Taskforce  and  participants  in  the  one-on-one  interviews  and  focus  group 
sessions,  we  have  been  able  to  draw  from  diverse  occupational  levels  and 
organizational  areas.  AH  the  comments  received  on  the  change  strategy  have 
provided  us  with  advice  on  effective  change  strategies  for  the  Ministry. 

Some  of  the  questions  answered  are: 

•  What  has  the  Ministry's  experience  been  with  organizational  change? 
What  has  worked?  Why?  What  has  not  worked?  Why  not? 

•  What  aspects  of  the  Ministry's  culture,  history  and  management  practice 
can  help  or  hinder  employment  equity  related  changes? 

•  Why  and  when  will  there  be  resistance  to  change? 

Particular  emphasis  was  placed  upon  the  implementation  of  ESPRIT  to  determine  how 
we  can  learn  from  the  experience  gained  in  implementing  a  Ministry-wide  project. 
Issues  such  as  ongoing  communications,  involvement  of  all  levels  of  the  organization 
and  participation  from  regional  offices  are  imperative  to  the  success  of  any  change  of 
this  magnitude. 


To  ensure  that  the  change  strategy  is  effective,  we  have  consulted  with  a 
representative  sample  of  the  Ministry  personnel.  This  includes  front-line  staff, 
management,  union  representatives  and  employment  equity  representatives.  This  has 
enabled  us  to  test  the  relevance  and  credibility  of  our  findings,  recommendations  and 
implementation  strategy  and  establish  the  priorities  of  integration  of  employment 
systems  with  overall  strategic  business  planning. 

Positioning  the  implementation  process  includes  the  consideration  of  other 
organizational  initiatives  which  may  be  occurring  or  will  be  launched  during  the  same 
timeframes  and  ensuring  that  the  change  objectives  are  consistent  with  the  values  and 
business  objectives  of  the  Ministry.  To  ensure  successful  implementation  of  change, 
the  process  must  become  an  integral  part  of  the  strategic  business  planning  cycle. 
A  key  business  initiative  such  as  the  Integration  Project  will  be  required  to  play  an 
integral  role  in  the  successful  implementation  of  employment  systems-re/ated  changes. 
(An  example  of  where  the  integration  Project  will  play  an  integral  role  in  this  process 
was  mentioned  in  Section  IV  regarding  the  formation  of  a  Ministry  vision  and  strategic 
plan.)  Employment  systems-related  change  must  be  considered  in  all  aspects  of 
business  planning.  This  will  provide  the  catalyst  and  will  show  the  true  commitment 
towards  this  new  way  of  doing  business. 

Ensuring  the  Ministry  readiness  for  change  includes  the  strategies  for  informing, 
educating  and  building  commitment  particularly  among  implementers,  and  significant 
power/interest  groups  in  the  Ministry.  During  these  turbulent  times  of  Social 
Contract,  Superministries,  delayering,  and  constraints,  the  atmosphere  to  change  will 
naturally  be  one  of  concern  and  scepticism.  Overarching  issues  must  be  addressed 
before  action  plans  are  put  in  motion  for  the  detailed  recommendations  found  in  this 
report.  If  the  overarching  issues  are  not  addressed,  fragmentation  of  the  resolution 
of  the  detailed  recommendations  will  occur  and  we  will  continue  to  attempt  to  resolve 
the  symptoms  and  not  the  problem.  Our  current  policies  and  practices  are  ineffective 
due  to  the  "Diffusion  of  Power  and  Control",  "Inconsistent  Communication"  and 
"Differential  Treatment"  found  within  our  Ministry. 

Diffusion  of  power  and  control  exists  because  a  significant  number  of 
employees  in  various  operations  describe  their  managers  as  having  the 
authority  to  "run  an  office"  in  a  way  that  might  emphasize  values  and 
decisions  different  than  those  desired  by  senior  management.  Lack  of 
dear  accountability  (controls)  for  managers  create  circumstances  where 
the  Ministry's  employment  systems  can  be  used  in  a  manner  that  might 
be  less  than  fair  and  equitable. 

Inconsistent  communication  is  a  major  issue  because  some  employees 
believe  that  they  do  not  receive  important  information  regarding  the 
Ministry's  systems  and  operations  that  would  help  them  understand  and 
access  a  wider  range  of  employment  opportunities. 
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Differential  treatment  is  an  issue  because  employees  believe  that  lines 
of  centralized  accountability  are  less  than  dear  in  some  work  areas  so 
that  managers  can  base  employment  decisions  on  personal  assumptions 
rather  than  organizational  values. 

Accountability  of  all  management  levels  is  imperative  for  a  successful  change  process. 

Since  we  are  a  "top-down"  organization ,  the  key  players,  who  can  successfully 
implement  change,  are  at  the  senior  management  levels.  These  players  include  Jay 
Kaufman,  Deputy  Minister  and  Dina  Palozzi,  Associate  Deputy  Minister.  The  Deputy 
Ministers  must  be  the  "Champions  of  the  Cause "  and  act  as  the  executive  sponsors 
for  this  change  to  be  successful.  This  is  also  consistent  with  the  directives  from 
Management  Board  Secretariat  regarding  the  ESR  process  and  the  responsibility  of  the 
Deputy  Minister  in  ensuring  that  approved  recommendations  are  implemented. 

Along  with  these  two  key  players,  the  entire  senior  executive  will  have  to  play  a  very 
important  role  in  ensuring  that  employment-related  processes  are  kept  at  as  important 
a  level  as  other  strategic  business  initiatives.  Eventually  all  management  personnel 
(with  input  from  front-line  staff)  will  play  a  role  in  defining  their  exact  responsibilities 
as  they  apply  to  the  overall  Ministry's  mission  and  strategic  business  objectives.  The 
Audit  Services  Branch  can  play  an  important  role  in  our  change  strategy  since  one  of 
its  key  objectives  is  stated  as  being:  "Directly  helping  the  Ministry  adjust  to  change ". 
Other  organizations  which  are  important  to  the  success  of  this  change  are  OPSEU 
(Ontario  Public  Service  Employees  Union)  and  other  organizations  representing  various 
employees  within  our  Ministry  (i.e.  AMAPCEO- Association  of  Management, 
Administrative  and  Professional  Crown  Employees  of  Ontario  represents  employees 
in  these  categories  in  Social  Contract  negotiations). 

Identifying  the  specific  elements  of  the  organization  which  need  to  be  changed  is 

another  key  issue  along  with  the  recommended  priorities  and  suggested  timeframes. 
Up  to  now,  the  issues  surrounding  employment  equity  have  been  addressed  in 
isolation— without  the  proper  linkages  to  the  overall  business  processes.  Once  senior 
executive  approves  and  adopts  both  the  overarching  recommendations  and  the  more 
detailed  recommendations  as  being  part  of  the  strategic  business  planning  process, 
we  can  begin  the  detailed  roll  out  of  correcting  the  specific  problems  identified  during 
this  ESR  process.  Initial  focus  should  be  given  to  the  elimination  of  barriers  within  the 
Retention  Systems-performance  management,  training  and  development,  mobility, 
workplace  accessibility  and  working  conditions.  Not  only  are  the  Retention  Systems 
the  correct  place  to  put  our  focus  in  order  to  remove  barriers  that  exist  for  our  current 
employees,  but  training  and  development  will  be  a  crucial  enabler  in  ensuring  that  the 
managers  are  prepared  and  supported  in  changing  their  role  and  emphasis  to  strategic 
and  human  resource  issues.  Eventually,  through  the  detailed  activities  of  change,  all 
systems,  including  Entry  and  Separation  Systems  will  be  addressed. 
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Identifying  the  Do's  and  Don'ts  of  implementation  in  the  Ministry  involves  taking  into 
account  the  history,  culture  and  management  practices  of  the  Ministry  and  is  the  final 
piece  to  the  change  strategy  puzzle.  We  should  avoid  the  "big  bang "  approach.  We 
must  ensure  that  communications  are  throughout  the  organization  with  everyone 
being  informed  and  apprised  at  the  same  time.  Involving  personnel  from  all  areas  of 
the  organization  and  from  all  levels  of  the  organization  will  create  a  concept  of 
teamwork  and  provide  for  the  necessary  diversification. 

This  type  of  concept  will: 

•  Begin  the  era  of  a  new  culture  within  the  Ministry  by  involving  staff  from 
various  levels  in  key  business  initiatives; 

•  Provide  the  accountability  framework  required;  and 

•  Enable  all  staff  to  understand  their  role  in  accomplishing  the  business 
objectives  of  the  Ministry. 
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SECTION  XI-RECOMMENDATION  OVERVIEW 


This  section  is  a  consolidation  of  all  recommendations  made  within  this  report.  Page 
numbers  have  been  added  at  the  end  of  each  recommendation  to  enable  the  reader 
to  refer  back  through  the  report  for  a  more  thorough  discussion  of  issues  surrounding 
the  recommendation. 


"Key  Players  and  Key  Resources"  have  been  assigned  to  each  recommendation. 

The  role  relationship  between  Key  Players  and  Key  Resources  is  a  critical  one.  In 
Section  IV,  we  described  how  specialized  areas  of  the  Ministry,  i.e.  the  Employment 
Equity  Office  and  the  Human  Resources  Branch,  can  take  a  lead  role  in  developing 
some  of  the  connectors  within  the  employment  systems.  However,  we  also  believe 
that  in  order  to  create  any  " sustained "  change,  this  role  must  eventually  be  transferred 
to  the  managers  as  they  take  on  their  new  role  and  become  more  directly  accountable 
for  the  fairness  and  equity  of  the  employment  systems.  In  this  way,  the  role  of  the 
Employment  Equity  Office  and  the  Human  Resources  Branch  can  change  from  what 
is  perceived  as  a  "watchdog "  or  "policing  role "  to  one  of  supporter  and  educator. 

We  see  the  "Key  Players"  as  being  the  people  directly  involved  in  implementing  the 
recommendation.  The  "Key  Resources"  provide  the  guidance  and  support.  In  cases 
involving  areas  directly  within  their  responsibility,  the  Human  Resources  Branch  and 
the  Employment  Equity  Office  will  be  "Key  Players ",  otherwise,  their  role  is  to  provide 
expertise  that  will  support  and  guide  the  managers/staff  who  are  directly  responsible 
for  the  implementation  of  the  recommendation. 


In  some  cases  the  following  acronyms  have  been  used: 


CSPRB 

EE 

FLS 

FMU 

HRB 

ITG 

MBS 

OPSEU 


Client  Services  and  Public  Relations  Branch 
Employment  Equity  Office 
French  Language  Services 
Facilities  Management  Unit 
Human  Resources  Branch 

Information  Technology  Group  (branches  that  were 
previously  part  of  the  Information  Technology  Division) 
Management  Board  Secretariat 
Ontario  Public  Service  Employee  Union 


When  using  the  word  "Managers",  this  can  include  all  levels  of  management. 


As  mentioned  in  Section  IV,  we  believe  that  a  committee  should  be  formed  with 
responsibility  for  implementation  of  these  recommendations,  once  approved  by  the 
Deputy  Minister.  The  details  we  have  provided  within  this  report  should  assist  this 
committee  in  determining  more  detailed  steps,  timeframes  and  who  should  be  involved 
with  the  successful  implementation.  In  addition,  resources  should  be  used  from  the 
ESR  Taskforce  to  assist  in  the  implementation  stage. 
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KEY  RECOMMENDATIONS 
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context  of  "exchange  of  knowledge"  rather  than  in  the  narrower  sense 
of  courses  and  dollars  expended  on  courses.  This  would  lead  to  more 
innovative  ways  of  meeting  the  training  needs,  (pg.  35) 
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dignity  as  fully  capable  employees,  (pg.  46) 

AH  worksites  must  be  made  accessible  for  Persons  with  Managers ,  FMU,  MBS 

Disabilities,  (pg.  48) 
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fo 

s 

§ 

g 

* 

CO 

I 

a: 

SI 


o 

1 

o 

§ 


S2  S 

P  QC 

O3  3; 

P  to 

to  < 

^  03 

^  O) 

03 
P 
to 


1 

o 

I 


to 

lo 

63 

3. 

♦2 

§ 

s 

03 

•52 

03 

*0 

to 

.p 

£ 

p 

£> 

— , 

"to 

.0 

£ 

•c 

03 

a 

o 

V. 

p 

o 

o 

5 

to 

03 

€ 

03 

03 

*0 

03 

Qc 


I 

Co 


+2 

p 

03 

5 

03 

•52 

03 

"O 

to 

*03 

P 

<0 

.03 

1 

-O 

to 

to 

~P  1X3 
Oto 

10  63 

o 

03  -S> 

§  -o 
p  -52 
•52  ^ 
t:  £ 

03  P 
03 

«  "§ 
•s  s 

<0  g 
o  P 

«  o 

p  5 

>«■< 

CO  -i; 
P  .to 

p  *S 

S  C 

^5  O 


52 

03 

O) 

to 

P 

co 


1 


•o 

.0 


p 

s 

o 

o 

03 

$ 

p 

o 

§•  ■ 

*53 

03 

to 

CO 

•O 

*53 

03 

t 

03 

*8 

2? 

CO 

•52 

03 

P 

03  -V 

1 10 
§  O) 

P  .Q. 

co  . 
to  CO 

.  4w 

(5  ? 

O  CO 

€  5 
5  .§ 

P  S 
2  §■ 
«5  g 


e 

03 

03 

to 

p 

CO 


1 


P 

03  ■$ 

^  o 
^  *S2 

§  !* 


03 

•S) 

I 


a 

to 

03 

o 
to 

03 

QC 

5  £ 
to 


03 


5 


Si  '•-> 

R  -O 


03 


to 

.co 


c 

CO 

03 


0) 

to 


V-. 

CO  _ 
Q.  o  03 
03 


•8 

Q. 

p 


o 

p 

*Q 

.0 


£ 
o 

-p 

-  £ 
g-  0 

9.  £  ^ 

co  -ic:  co 
p  -v  w 

$  52  £ 

03 

P  CJ)  .5 

§  g  fe 

£  5  P 


Co 

oq 


1 

Uj 

Uj 

52 

p 

P3 

P 

P 

JO 


gR 

§  *> 

O) 
A 


I 


>< 

P 

to 

I 

0) 

4** 

55 

p 

p 

p 

p 

p 

p 

iS 

* 

* 


co 

QQ 


52 

p 

03 

p 

p 

P 


a 

1 


00 

to 

P3 

A 

^s 

a 

•52 

.9 


p 

-c 


p 

•o 

.0 


p 

a 


■53 

a 

-52 

5 

p 

p 

p 

p 

•52 

O3 

.P 

£ 

■o 

P 

V* 

3 

P 

P 

P 

P 

5 


P 

03 

P 

a 

:x 

P 

5 

P 

■C 


CJ  p  .P  P 


p 

p 

*53 

P 

P 

P 

Si 

P 

P 

1 

2! 

P 

P 

£ 

* 

* 


*p 

p 

p 

p 

.0 

■p 

*§ 

p 


p. 

p 

.0 

■£ 

P 

.P 

P 

P 

P 

•P 


.P 


5 
o 

p 
p 

*  *5* 

Is 

ll 

*P  «p 
P.  P 


Co 

OQ 


1 

Uj 

Uj 


o 

p 

£ 

^  • 

S-  ^ 

P  Q. 

P  ^ 
♦-  Co 
p  p 
•p  p 

5 


o 

p 

p 

p 

p 

•52 

P  _ 

P  ^ 
P  «o 
.p  • 

II 

p  ^ 

^  5 

p  s 

p  0) 
p  -P 

^  .52 
o  P. 

*■  I 

I 


p 

f  * 

p  p 
P  .p 

a  | 

52  p 

P  c 
P3  5 
p 


p 

p 

s 


s 

p 

p 

p 

p 


■I  "p 

p  tp 

K  P 

*  -p 

*  p. 


1 

52 

p 

P3 

P 

P 

P 


52 

p 

Jt 

p  ^ 


■p  p 

p  .5 
p  .t- 


p 

5 

p 

p. 

6 


o 

p 
-p 

o 

p 
>p 

P  c- 

p  p 
p  p 

Q- 1 

®  p 

•S  p 
p  . 


s 

p 

p 

p 

>p 


p. 

& 


p 
p 
03  P 

§  o' 

p  I 

p.  p 
p 

P  Co 
p  p 
p 

^  p 

S  .P 


P 

P 

4»* 

*53 

a 

p 

•a 

p 

o 

S 

£ 

o 

o 

a 

p 

*0 

p 

p 

.P 

* 

P 

P 

a 

a 

V. 

p 

a 

p 

P  ^ 
-P  o 
Co 

a  • 

p  ^ 

p  A 
p 


p 


p 

p 

p 

p 


-p 
p 
p 

^  p. 

a  a 

p  p 


* 

* 


Hold  in  abeyance  until  MBS  has  completed  its  comprehensive  review  of 
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interview  and  accommodate  candidates  with  a  variety  of  cultural 
characteristics,  (pg.  65) 
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new  work  environment.  This  informal  orientation  must  be  considered 
as  important  as  formal  orientations  (if  not  more  so).  Retention  should 
increase  if  new  employees  feet  they  have  been  well  prepared  to  assume 
their  job  responsibilities,  (pg.  69) 
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APPENDIX  A--DA  TA  ANAL  YS/S 


Mandate 

The  Data  Analysis  Committee  was  directed  by  the  Employment  Systems  Review  (ESR) 
Taskforce  to  analyze  statistical  data  from  the  Workforce  Profile  of  the  Ministry  along 
with  Statistics  Canada  data  information. 


Objective 

To  determine  areas  of  imbalance  possibly  associated  with  systemic  barriers,  the 
methodology  involved  a  review  of  compensation  groups  and  classified  and  unclassified 
employees  in  the  Ministry,  along  with  data  from  Statistics  Canada  1986  to  determine 
the  demographics  within  the  province. 


Scope/Methodology 

Through  a  comprehensive  workforce  analysis,  the  data  can  suggest  occupational 
groups,  geographic  regions  and  organizational  units  within  which  designated  group 
members  may  be  experiencing  overt  or  systemic  barriers. 

Patterns  of  under-representation  in  the  workforce  data  indicated  potential  problem 
areas  that  needed  to  be  included  in  the  Employment  Systems  Review.  Data  can  only 
show  the  effect  of  a  ministry's  employment  systems-it  cannot  explain  why  these 
patterns  exist.  The  patterns  suggested  particular  questions  to  ask,  documents  to 
review  and  observations  to  make.  In  addition,  this  information  helped  in  determining 
which  areas  of  the  Ministry  required  a  more  comprehensive  review. 

All  designated  groups  and  the  Non-Designated  Group,  as  well  as  all  compensation 
groups,  were  statistically  analyzed  using  the  Workforce  Profile  data  base  as  of  May, 
1992  and  the  1986  Statistics  Canada  Working  Age  Population  for  Ontario.  In 
addition.  Workforce  Profile  data  from  June  1989  was  used  when  doing  comparative 
analysis,  i.e.  regional  representation. 

An  analysis  was  also  conducted  on  grievances  (including  an  examination  of  the 
documentation)  and  movement  (both  laterally  and  upward)  between  compensation 
groups.  Examples  of  movement  of  compensation  groups  would  be  the  movement  of 
bargaining  unit  staff  to  management  positions  or  from  one  bargaining  unit  position  to 
another.  An  analysis  was  also  completed  on  the  relationship  between  Francophones 
and  Bilingual  Designated  positions. 

The  analysis  does  not  reflect  the  reorganization  of  the  Ministry  which  came  into  effect 
on  January  1,  1993.  The  analysis  was  in  its  final  stages  when  the  reorganization 


occurred.  The  reorganization  did  not  change  the  population  but  rather  several 
branches  or  divisions  within  the  former  Ministry  of  Revenue  were  altered  in  structure 
which  may  affect  the  analysis ,  for  example ,  of  some  individual  office  results. 


Findings 


The  committee  summarized  its  findings  in  a  report  completed  on  January  19,  1993. 
Additional  appendices  to  this  report  were  completed  on  February  16,  1993.  Some  of 
the  findings  from  this  report  were  briefly  discussed  in  Section  I. 

In  addition,  we  have  included  several  graphs  in  this  appendix.  As  mentioned  in 
Section  VI  under  the  heading  "Waivers  ”,  some  of  the  percentages  in  these  graphs  may 
exceed  100%.  This  is  due  to  the  fact  that  some  employees  are  members  of  more 
than  one  designated  group.  For  example,  a  person  with  a  disability  may  also  be  a 
Racial  Minority  and  would,  therefore,  be  counted  in  both  groups. 

The  following  acronyms  have  been  used  in  the  graphs  in  this  appendix: 


NDG  - 
AB  - 
RM  - 


Non-Designated  Group 
Aboriginal  Peoples 
Racial  Minorities 
Francophones 
Persons  with  Disabilities 
Women 


FR 

PWD  - 
WOM  - 


M 

F 


Male 

Female 


SMG 

OAG 


Senior  Management  Group 
Office  Administration  Group 
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MINISTRY  POPULATION  BY  GROUP  DESIGNATION  MINISTRY  POPULATION  BY  GROUP  DESIGNATION 

as  at  May  1092 

Percentajes 
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CENTRAL  REGIONAL  REPRESENTATION 


Stats  Can  does  not  capture  NDG  data 


EAST  REGIONAL  REPRESENTATION 


Stats  Can  does  not  capture  NDG  data 


APPENDIX  B- TASKFORCE  AND  COMMITTEE  MEMBERS 


TASKFORCE  MEMBERSHIP 


The  Employment  Systems  Review  (ESR)  Taskforce  comprised  an  equal  number  of 
management/excluded  and  bargaining  unit  representatives.  Members  were  chosen 
from  both  head  office  and  regional  offices  and  from  various  occupations  and  branches 
within  the  Ministry.  All  designated  groups  and  the  Non-Designated  Group  were 
represented  within  the  Taskforce.  It  was  co-chaired  by  two  persons— one  a  senior 
executive  appointed  by  the  Deputy  Minister  and  one  nominated  by  the  Union. 

The  following  is  a  complete  listing  of  Taskforce  members: 

Co-Chairs: 


Jim  Evans 
Controller  (Acting) 

Office  of  the  Controller 
Toronto 

(formerly  Executive  Director ; 

Revenue  Services  &  Operations  Division ) 

Taskforce  Members: 

Margaret  Bossy 
Property  Assessor  3 
Regional  Assessment  Office  it 23 
London 

Lana  Carroll 

Program  Information  Officer 

Client  Services  &  Public  Relations  Branch 

Oshawa 


Joe  Daniels 
Tax  Auditor 

Motor  Fuels  &  Tobacco  Tax  Branch 
Oshawa 


Bill  Henry 

Property  Assessor  3 

Regional  Assessment  Office  #16 

Barrie 


Cecilia  Bue/ow 
Commissioner's  Secretary 
Regional  Assessment  Office  #4 
Pembroke 

Judy  Craddock 

Land  Transfer  Tax/OHOSP  Refund  Clerk 
Motor  Fuels  &  Tobacco  Tax  Oshawa 
(formerly  Library  Technician , 

"Ministry  of  Revenue  "  Library) 

Betty  Dubowski * 

Business  Analyst 

Client  Services  &  Public  Relations 

Branch, 

Oshawa 


Marion  Evans* 

Manager,  Data  Services  &  Mapping 
Regional  Assessment  Office  If 5 
Kingston 


Pauline  Goral 
Director  (Acting) 

Tax  Appeals  Branch 
Whitby 

Merv  Moscrop  * 
Collection  Manager 
Collections  Branch 
Toronto 


Greg  Fujino 
Project  Manager 
Telecommunications  Services 
Branch  (MBS) 

Toronto 

(formerly  Acting  Senior  Manager, 
Systems  and  Facilities  Management 
Branch,  MoF  -  Oshawa) 

George  McFadden* 

Property  Assessor  3 
Regional  Assessment  Office  ft 31 
Sau/t  Ste.  Marie 

Dan  Pattenaude* 

Tax  roll  Administrator 
Employer  Health  Tax  Branch 
Windsor 


*  Taskforce  members  marked  with  an  *  were  part  of  the  Taskforce  during  the 
Barrier  Identification  Stage.  During  the  Recommendation  Formulation/Change 
Strategy  Stage  the  following  members  (who  were  previously  Workgroup 
Members)  joined  the  Taskforce: 

Basil  Blackman  Nyal  Hope 

Policy  Analyst  Property  Assessor  3 

Corporate  Planning  Branch  Regional  Assessment  Office  ft 14 

Oshawa  Aurora 


PROJECT  MANAGEMENT  STAFF 

Project  management  and  support  were  provided  by  the  following  persons: 


Ajay  Sachdeva 
Senior  Program  Analyst 
Corporate  Planning  Branch 
Oshawa 


Marianne  Wood 
Information  Specialist 
Systems  Operations  Branch 
Oshawa 
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WORKGROUP  MEMBERS 


Committees  were  formed  of  Taskforce  members  and  were  augmented  by  the 


following  staff: 

Vicky  Davey 

Retail  Sales  Tax  Branch 

Hamilton 

Paul  Francescutti 

Retail  Sales  Tax  Branch 

Toronto 

Sugrim  John 

Motor  Fuels  &  Tobacco  Tax  Branch 
Oshawa 

Eleanor  Smith 

Corporate  Planning  Branch 

Oshawa 

/ 

RESOURCE  STAFF 

The  following  resource  staff  were  available  to  the  Taskforce: 


Olive  Both  well 

Administrative  Assistant 

Employment  Equity  Office 

Oshawa 

Larry  Clark 

Supervisor 

Human  Resources  Branch 

Oshawa 

Linda  Cousins 

Information  Officer  2 

Client  Services  &  Public  Relations 
Oshawa 

Peter  Gray 

Data  Analyst 

Employment  Equity  Office 

Oshawa 

Lorraine  Kelly 

Program  Consultant 

Employment  Equity  Office 

Oshawa 

Tammy  Smyth 

Program  A  ssis  tant 

Employment  Equity  Office 

Oshawa 

Al/yson  Thompson 

Manager 

Employment  Equity  Office 

Oshawa 

Staff  from  the  former  Ministry  of  Revenue  Library  assisted  the  members  of  the 
Taskforce  in  obtaining  research  materials  and  in  creating  an  ESR  bibliography. 


MANAGEMENT  BOARD  STAFF 


The  following  persons  from  Management  Board  Secretariat  provided  support  to  the 
Taskforce  in  the  form  of  training  and  data  analysis: 


Keith  Jeffers 
Don  Leblond 


Josephine  Grayson 
Tana  Turner 


APPENDIX  C-DOCUMENTA  TION  REVIEW 


Mandate 

The  Documentation  Committee  was  directed  by  the  Employment  Systems  Review 
(ESR)  Taskforce  to  examine  documents  relating  to  the  Employment  Systems,  to 
include,  at  minimum,  the  Personnel  Management  Systems  and  practices  established 
at  the  Ministry  level. 


Objective 

To  identify  barriers  to  employment  faced  by  designated  groups.  This  review  was 
extended  to  include  Non-Designated  Group  members.  Findings  from  this  review  were 
used  to  assist  in  making  recommendations  for  change,  measures  of  successful 
changes  and  an  organizational  change  strategy. 

Scope 

The  scope  of  the  review  involved  several  documents  related  to  each  of  the 
employment  systems.  These  included  the  Ministry's  formal  policies,  directives  and 
guidelines,  as  well  as  other  relevant  documents  such  as  job  postings,  job 
specifications  and  Physical  Demands  Analyses.  Other  source  documents  included 
memoranda,  training  calendars  and  other  material  provided  by  the  Human  Resources 
Branch  personnel.  The  committee  also  reviewed  policies  and  guidelines  from 
Management  Board  Secretariat  but  the  evaluation  was  restricted  to  (the  former) 
Ministry  of  Revenue  systems. 

A  review  of  181  job  postings  for  the  199 1/92  fiscal  year  was  conducted.  An  in-depth 
evaluation  was  performed  on  19  of  those  postings,  which  were  representative  of  job 
classifications  across  the  Ministry. 

For  1992/93,  a  review  was  made  of  64  postings,  with  an  in-depth  evaluation  of  ten. 
These  postings  represented  a  portion  of  the  1 992/93  fiscal  year,  namely  April  1,  1992 
to  January  31 ,  1993,  as  they  were  the  only  ones  available  at  the  time  of  the  review. 

Approximately  60%  of  the  research  was  driven  by  the  recommendations  identified  by 
the  Data  Analysis  Committee  in  areas  where  there  seemed  to  be  specific  issues 
related  to  over/under  representation  of  designated  group  members.  The  remaining 
40%  was  derived  from  other  issues  extracted  from  the  Data  Analysis  Report  together 
with  observations  from  the  Committee. 


Methodology 

The  following  employment  systems  were  examined: 

•  recruitment 

•  selection 

•  employee  orientation 

•  probation 

•  performance  management 

•  training/career  development/mobility 

•  working  conditions 

•  structure 

•  culture 

•  discipline/lay-off  termination 

As  stated  in  Management  Board  Secretariat's  ESR  Guide,  "the  bottom  line  is  whether 
or  not  a  policy,  practice  or  procedure  undermines  or  promotes  an  equitable  work 
environment  and  the  full  participation  of  all  employees". 

The  policies,  practices  and  procedures  within  the  above  employment  systems  were 
evaluated  against  the  following  criteria  which  were  outlined  in  the  "Employment 
Systems  Review  Guide,  Part  ll-Technical  Guide"  prepared  by  Management  Board 
Secretariat: 

1.  Legality 

The  policy  or  practice  must  conform  to  the  existing  human  rights  and 
other  relevant  legislation. 

2.  Consistency 

The  policy  or  practice  must  be  applied  in  a  consistent  manner  for 
everyone-except  where  the  specific  needs  of  designated  group  members 
are  met  through  accommodation  or  positive  measures.  Any 
inconsistencies  should  be  based  on  bona-fide  criteria. 

3.  Adverse  Impact 

The  policy  or  practice  should  not  have  a  negative  impact  on  designated 
group  members.  Where  adverse  impact  exists  or  is  likely  to  exist,  the 
policy/practice  should  be  changed  so  as  to  remove  this  adverse  impact. 

4.  Validity 

The  policy  or  practice  should  be  objective  and  predictive;  it  should 
measure  what  it  sets  out  to  measure. 
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5.  Job-r elatedness 

The  policy  or  practice  should  be  directly  linked  to  the  effective 
performance  of  the  bona-fide  job  requirements. 

6.  Accommodation ,  short  of  undue  hardship 

Where  the  need  for  an  accommodation  is  identified  (for  example  on  the 
basis  of  disability  or  for  religious  needs),  the  employer  must  provide  such 
accommodation,  short  of  undue  hardship  (see  the  Ontario  Human  Rights 
Code  and  Guidelines  on  this  for  further  information). 

7.  Positive  Language  &  Graphics 

The  policy  or  procedure  must  be  written  in  inclusive  language  that 
actively  works  against  sexist,  racial,  ethnic,  disability  or  other 
stereotypes,  and  promotes  an  equity  message.  Graphics  used  should 
also  convey  a  message  of  inclusiveness. 

Issues  raised  in  the  "Systemic  Barriers  Discussion  Paper"  (the  Paper)  prepared  by  the 
Ministry's  Employment  Equity  Office,  with  regard  to  the  employment  systems,  were 
also  considered  under  this  review.  The  Paper  represented  the  opinions  of  two  groups 
of  Ministry  employees:  line  managers  and  the  Senior  Management  Group  (SMG). 
Areas  of  concern  included:  Recruitment/Selection,  Credentials  and  Training/Career 
Development. 

The  "Collective  Agreement"  (January  1 992/December  1993)  was  used  as  a  reference 
to  confirm  parallel  situations  between  Bargaining  Unit  employees  and  those  in 
Management. 

Personnel  from  the  Human  Resources  Branch  provided  clarification  and  explanation 
of  various  Ministry  policies  where  requests  were  made  by  the  Documentation 
Committee. 

The  Employment  Equity  Office  prepared  statistics  for  the  Committee,  where  required, 
in  order  to  maintain  confidentiality  of  employees'  information  under  the  Freedom  of 
Information  and  Protection  of  Privacy  Act  (FOI). 


Research  Documents 

1 .  Accommodation  in  Employment  for  Persons  with  Disabilities  (Directive) 

2.  Child  Care  Expenses: 

Minute  of  Understanding  between  MoR  and  OPSEU 
Letter  from  J.  Juiien  to  Mr.  E.  Fauiknor 
OPSEU  Family  and  Attendant  Care  Policy 

3.  Collective  Agreement  (January  1/92  to  December  31/93) 
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4.  Compressed  Work  Week  -  Alternate  Work  Arrangements  (memo) 

5.  Data  Analysis  Sub-committee  Report  (January  19/93) 

6.  Employment  Equity  Internship  Program:  Special  Job  Mart  (March  15/93) 

7.  Employee  Orientation  Kit 

8.  ESR  Technical  Guide  —  Parts  /  and  II 

9.  Facilitators'  Orientation  Manual 

10.  FLS  Act  -  Revised  Staffing  Policies 

1 1 .  Form  302 

12.  Grievance  Settlement  Board  Decision  on  Relocation  Expenses  of  Job  Posting 
(GSB  249/90) 

13.  HRB  Handouts  re:  information  on  Employment  Systems 

14.  HRS  Directives  and  Guidelines 

15.  Job  Postings  (1991/92  19  job  postings  reviewed  in-depth  -  1992/93  10  job 
postings  reviewed  in-depth) 

16.  Job  Specifications  (1991/92  and  April  to  January  1992/93) 

1 7.  Job  Sharing  (by  memoranda) 

18.  MoR  Policy  Directives 

19.  Organization  Chart  (MoR  Nov.  1992) 

20.  Outreach  Recruitment  Directory 

21.  "Outreach  through  Targeted  Advertising"  (by  memoranda) 

22.  Performance  Management: 

Performance  Management  and  Career  Planning  Form 

Key  Requirements  for  Performance  Management  and  Career  Planning: 

Regional  Assessment  Commissioners 

23.  Physical  Demands  Analysis  Form 

24.  PROC  -  Program  Administration  Letter  (June  19/91) 

25.  Property  Assessor  Career  Path 

26.  Reference  Check  Consent  Form 

27.  Religious  Holidays  (Fact  Sheet) 

28.  Self-funded  Leave  Plan  (by  memoranda) 

29.  Staffing  Policy  Guidelines  (HRS) 

30.  Strategies  for  Renewal  Action  Plan  1991/92 

31.  Tax  Auditor  Internship  Program 

32.  TDC/RSOD  Administration  Interface  Manual 

33.  Unpaid  Leave  Plan  (by  memoranda) 

34.  Workforce  Profile  Survey  Form 


Reference  Documents 

1 .  Akwesasne  to  Wunnumn  -  Profiles  of  Aboriginal  Communities  in  Ontario 
(January  1992) 

2.  Career  and  Job  Planning  Workbook  (HRS) 

3.  Employment  Equity  Consultations:  Opening  Doors 
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4.  Environmental  Scan  (ESR/MoR) 

5.  Guide  to  Formal  Mentoring  in  the  Ontario  Public  Service:  a  demonstration 
project  (MBS) 

6.  HRS  Taskforce  Report  Summary:  "Breaking  Down  the  Barriers" 

I.  Income  Tax  Act,  Part  1,  s.  62. 

8.  MGS  Systems  Review  (Pamphlet) 

9.  Ministry  of  Labour: 

ESR  Taskforce  Report  Summary 
Document  Review  Draft  Report 

10.  Oath  of  Office  and  Secrecy  Form 

I I .  Ontario  Canada  Official  Road  Map 

12.  Ontario  Human  Rights  Code 

13.  Operationalizing  Employment  Equity  Workshop 

14.  Planning  for  Diversity  -  a  report  by  Avebury  Research  and  Consulting 

1 5.  Shared  A  ccoun  tability  Frame  work 

1 6.  Staffing  Process  Workshop  -  Darnell  Consulting  Inc. 


Findings 

The  Findings  of  the  Documentation  Committee  were  published  in  a  report  completed 
on  April  30,  1993. 


APPENDIX  D -INTER VIEW  COMMITTEE 


Mandate 

The  Interview  Committee  was  directed  by  the  Employment  Systems  Review  (ESR) 
Taskforce  to  gather  information  on  the  informal  systems.  The  informal  systems 
include  culture,  attitudes,  values,  group  norms  and  feelings. 


Objective 

Whereas  the  documentation  review  provided  data  on  formal  employment  policies  and 
procedures,  the  Interview  Committee  was  established  to  isolate  the  informal 
management  practices. 


Scope/Methodology 

The  information  was  gathered  in  three  different  ways: 

1.  Special  Interest  Group  Presentations 

2.  One-on-one  interviews 

3.  Focus  group  sessions 

A  consultant.  Key  Learning  Group,  was  retained  to:  develop  the  interview  and  focus 
group  questionnaires;  conduct  the  interviews  and  focus  groups ;  and  analyze  the 
results.  The  presentations  by  the  Special  Interest  Groups  were  made  directly  to 
members  of  the  Interview  Committee. 


Special  Interest  Group  Presentations 

Several  Special  Interest  Groups  exist  both  OPS-wide  and  within  the 
Ministry  of  Revenue  itself.  These  groups  were  offered  the  opportunity 
to  provide  input  on  barriers  which  they  believed  existed.  This 
information  was  summarized  by  the  Interview  Committee  in  a  report 
which  was  forwarded  to  the  consultant  to  assist  in  determining  areas  to 
be  covered  within  the  framework  of  the  one-on-one  interviews  and  the 
focus  group  sessions. 

Presentations  were  made  by  eight  Special  Interest  Groups: 

•  South  Asians  in  the  OPS 

•  Employment  Equity  Representatives  in  the  Ministry  of  Revenue 

•  OPS  Network  for  Racial  Minorities 


•  OPS  Francophone  Caucus 

•  Senior  Women  in  the  Ministry  of  Revenue 

•  Developmental ly  Delayed  Persons 

•  Employment  Equity  Circle 

•  OPS  Advisory  for  Persons  with  Disabilities 


Interviews  and  Focus  Groups 

Both  the  Data  Analysis  Committee  and  the  Documentation  Review 
Committee  provided  the  consultant  with  important  information  so  that 
they  could  move  forward  into  the  interviewing  process. 

The  data  analysis  described  the  current  levels  of  representation  for 
designated  and  Non-Designated  Groups  in  the  Ministry  and  raised 
specific  questions  regarding  these  results. 

The  Documentation  Review  looked  at  the  written  policies  and  guidelines 
which  direct  the  use  of  the  employment  systems  in  the  Ministry  and 
flagged  several  areas  for  closer  scrutiny. 

Both  of  these  reports  helped  the  consultant  to  develop  more  focused 
questions  that  were  employed  in  both  the  one-on-one  interviews  and  the 
focus  groups. 

Standardized  interview  protocols  were  developed  for  the  one-on-one 
interviews  and  the  focus  group  sessions  and  these  protocols  were 
approved  by  the  Interview  Committee.  All  the  protocols  gathered 
information  in  similar  areas: 

•  Organizational  Culture/Climate 

•  Entry  Systems 

•  Recruitment  and  Selection 

•  Orientation  and  Probation 

•  Retention  Systems 

•  Promotion/Mobility 

•  Performance  Management 

•  Training  and  Development 

•  Career  Development 

•  Workplace  Accessibility 

•  Working  Conditions 
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•  Separation  Systems 

•  Discipline 

•  Lay-offs  and  Recalls 

•  Termination 

•  Implementing  Change  Strategies 

The  protocols  were  developed  for  three  different  levels  of  interviews. 
The  major  differences  in  the  areas  emphasized  by  these  interview 
protocols  were: 

•  Level  One  interviews  were  completed  with  staff  responsible  for 
human  resource  policy  development.  This  would  include  the 
Deputy  Minister,  senior  executive  and  Human  Resources  Branch 
staff.  The  Level  One  interviews  discussed  how  the  Ministry 
culture  was  formed/maintained  and  how  policy  was 
formula  ted /used. 

•  Level  Two  interviews  were  completed  with  staff  responsible  for 
human  resource  policy  implementation.  This  would  include  line 
managers  and  supervisors.  The  Level  Two  interviews  discussed 
how  managers  used  various  components  of  the  employment 
systems  on  a  day-to-day  basis  as  well  as  their  personal  experience 
with  these  systems  as  an  employee  of  the  Ministry. 

•  Level  Three  interviews  were  completed  with  staff  below  the 
supervisory  level  likely  to  be  affected  by  the  policies  developed  by 
senior  management  and  implemented  by  front-line  managers  and 
supervisors.  The  Level  Three  interviews  discussed  employees' 
personal  experiences  with  the  employment  systems  and  tried  to 
identify  specific  barriers. 

Focus  groups  generally  incorporated  elements  of  Level  Two/Three 
Interviews  since  management  and  bargaining  unit  staff  were  both 
participants  in  many  of  these  groups.  There  were  4-10  participants  for 
each  of  the  focus  groups. 

Participants  for  the  one-on-one  interviews  and  focus  groups  were  chosen 
randomly  from  the  Workforce  Profile  database.  In  order  to  ensure 
confidentiality,  the  selection  was  made  by  Employment  Equity  Office 
staff  based  upon  parameters  developed  by  the  consultant  and  the 
Interview  Committee.  These  parameters  were  developed  to  ensure  that 
the  sample  chosen  gave  a  good  cross-section  of  the  Ministry  in  the 
various  categories.  The  selection  criteria  ensured  geographic 
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representation,  occupational  group  representation,  functional  and  branch 
representation  as  well  as  ensuring  that  sufficient  numbers  from  the 
various  designated  and  Non-Designated  Groups  were  selected. 

The  number  of  participants  interviewed  was  based  upon  Management 
Board  Secretariat's  guidelines.  The  breakdown  according  to  the  levels 


of  interview  was  as  follows: 

Level  One  Interviews 

13 

Level  Two  Interviews 

25 

Level  Three  Interviews 

114 

Total  Interviews 

152 

The  initial  workplan  included  six  focus  groups. ..one  for  each  of  the 
designated  groups  and  one  for  the  Non-Designated  Group.  These  initial 
focus  groups  comprised  both  bargaining  unit  and  management  staff. 

Subsequently,  it  was  decided  by  the  Taskforce,  that  an  additional  seven 
focus  groups  should  be  organized.  These  focus  groups  were  used  to 
gather  additional  information  regarding  policy  implementation  and 
informal  practices. 

One  focus  group  was  conducted  with  managers  at  the  Senior 
Management  Group  (SMG)  level.  One  focus  group  was  conducted  with 
managers  at  the  Director  level.  Two  focus  groups  were  held  with  middle 
managers.  Two  focus  groups  were  held  with  bargaining  unit  employees 
at  the  OAG  level.  One  focus  group  was  held  with  senior  managers 
(including  several  directors)  to  discuss  the  issue  of  credentialism  in  the 
Ministry. 


Findings 

Two  reports  were  issued.  The  first  report  was  issued  by  the  Interview  Committee  and 
outlined  the  discussions  held  with  the  Special  Interest  Groups.  The  second  report  was 
prepared  the  Key  Learning  Group  and  outlined  their  findings  from  the  one-on-one 
interviews  and  focus  group  sessions. 
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APPENDIX  E-AUDIT  REVIEW  COMMITTEE 


Mandate 

The  Audit  Review  Committee  was  directed  by  the  Employment  Systems  Review  ( ESR ) 
Taskforce  to  review  a  sample  of  the  Human  Resources  component  of  Audit  Services 
Branch  audits  and  report  on  any  issues  raised  during  the  course  of  those  audits  which 
would  help  to  determine  the  existence  of  systemic  barriers. 


Objectives 

1.  Review  the  Audit  Services  Branch  Audit  Reports  and  identify  issues  which  may 
relate  to  ESR. 

2.  Compare  issues  raised  in  the  Audit  Services  Branch  reports  with  those  raised 
through  the  Interview  Committee  Special  Interest  Groups  as  part  of  the 
verification  process. 

3.  Record  any  questions  or  issues  raised  in  the  Audit  Services  Branch  reports 
which  were  not  dear  or  definitive ,  but  which  could  be  further  investigated  by 
the  Documentation  Committee. 

4.  Gather  information  regarding  specific  parts  of  the  organization  which  would 
provide  useful  background  material. 

5.  Involve  the  Audit  Services  Branch  with  the  ESR  change  strategy  since  one  of 
the  key  objectives  of  the  Audit  Services  Branch  is  stated  as  being  " Directly 
helping  the  Ministry  adjust  to  change  ". 


Scope/Methodology 

A  two-member  team  was  formed  to  review  a  sample  of  Audit  Services  Branch  audits 
and  report  on  any  issues  raised  during  the  course  of  those  audits  which  would  assist 
in  identifying  the  existence  of  systemic  barriers. 

Audits  performed  within  the  last  three  years  were  requested  and  subsequently 
reviewed.  They  included:  Corporations  Tax  Branch 

Corporations  Tax  Branch-Mining  Tax 
Human  Resources  Branch 
Regional  Assessment  Offices 
Staffing  Audit 


Other  documentation  was  reviewed  in  order  to  gather  background  information  to 
better  understand  the  issues.  This  documentation  included: 

•  Final  Report  of  the  Corporate  Resources  Division  Operational  Review 
Task  Force,  December  1988 

•  Ministry  of  Revenue's  Planning  for  People  Strategies  for  Renewal 
Ministry  Results,  1987/88 

•  Ministry  of  Revenue's  Strategies  for  Renewal  and  Employment  Equity 
Results  1988-89/1989-90 

•  Ministry  of  Revenue's  Strategies  for  Renewal  Results  1990/9 1 

•  Performance  Management  and  Career  Planning  fPMCP)  Managers'  Guide, 
June  1989 

•  Policy  Directive  0801-04,  November  19,  1 990-subject— Performance 
Management 

Findings 

The  committee  summarized  its  findings  in  a  report  completed  on  April  19,  1993. 
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APPENDIX  F-COMMUN/CA  T/ONS  COMMITTEE 


Mandate 

The  Communications  Committee  was  directed  by  the  Employment  Systems  Review 
(ESR)  Taskforce  to  develop  and  implement  a  communications  strategy. 


Objective 

To  share  relevant  information  on  the  rationale  for  the  ESR  and  to  provide  ongoing 
status  reports,  in  addition ,  opportunities  were  provided  to  staff  to  provide  input  on 
systemic  barriers  and  on  recommendations  that  would  remove  these  barriers. 


Written  Communications 

in  February  1993  a  special  edition  of  "ReveNews "  was  produced  which  was  dedicated 
to  the  Employment  System  Review.  This  edition  provided  several  avenues  for 
interested  employees  to  use  to  provide  their  input  to  the  process ,  i.e.  dedicated  voice 
mailbox ,  ESR  electronic  mail  address  and  a  FAX  number. 

Approximately  800  packages  outlining  general  information  about  the  ESR  process  as 
well  as  some  of  the  findings  were  distributed  to  all: 

•  Employment  equity  representatives 

•  "Ministry  of  Revenue "  OPSEU  stewards 

•  Members  of  the  Senior  Management  Group  (SMG) 

•  Participants  in  the  interviews  and  focus  group  sessions  facilitated  by  the 
consultant.  Key  Learning  Group 

•  Special  Interest  Groups 


Field  Visits 

In  addition  to  written  communications,  several  presentations  were  made  to  employees 
within  the  Ministry. 

The  first  group  of  these  sessions  primarily  provided  information  on  the  ESR  process. 
Sessions  of  this  type  with  all  staff  in  the  following  locations: 

•  Peterborough  Regional  Assessment  Sub-Office 

•  Lindsay  Regional  Assessment  Office 

•  Director's  Council 

•  Employer  Health  Tax  Office-GTA  East 


•  Employment  Equity  Representatives  within  Head  Office 

•  Ministry  Employee  Relations  Committee 

•  Windsor  Regional  Assessment  Office 

•  Employer  Health  Tax  Office—  Windsor 

•  Province  of  Ontario  Savings  Office-Windsor 

Further  sessions  discussing  some  of  the  findings  of  the  Taskforce  and  possible 
recommendations  for  removal  of  the  barriers  were  held  with  the  following  groups: 

•  Several  Directors  within  the  Ministry 

•  Human  Resource  Consultants  with  the  Human  Resources  Branch 

•  Groups  comprised  of  both  management  and  union  staff  from  various 
branches.  These  group  sessions  were  held  in  Ottawa ,  Thunder  Bay, 
Toronto  and  London. 


Future  Communications 

As  mentioned  in  Section  IV,  one  of  the  final  tasks  of  the  Employment  Systems  Review 
Taskforce  should  be  to  communicate  its  findings  to  employees.  In  particular,  this 
communication  should  be  provided  to  staff  who  were  involved  during  the  process  (i.e. 
one-on-one  interviews,  focus  groups,  field  visits,  discussion  groups  regarding 
suggested  recommendations,  etc.)  This  will  assist  in  providing  feedback  to  them  on 
how  their  involvement  was  incorporated  into  the  findings  and  recommendations. 
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EMPLOYMENT  SYSTEMS  REVIEW 

Taskforce  Report 


I  Background 

The  goal  of  employment  equity  is  to  ensure  that  all  present  and  future  employees 
have  an  equal  opportunity  to  develop  their  abilities  and  to  make  their  best 
possible  contribution  to  the  organization.  In  order  to  this  goal  to  be  realized,  the 
operating  practices  and  organizational  culture  within  our  Ministry  will  have  to 
be  ensured  that  designated  groups,  which  include  aboriginal  peoples, 
francophones,  persons  with  disabilities,  racial  minorities  and  women  can  achieve 
their  full  potential. 


What  Is  An  Employment  Systems  Review  (ESR)? 

An  Employment  Systems  Review  (ESR)  is  a  tool  to  identify  the  existence  of 
employment  barriers  faced  by  members  of  designated  groups  and  to  develop  a 
strategy  to  remove  the  barriers.  These  are  groups  which  have  historically  been 
concentrated  in  lower  paid,  lower  level  clerical  and  support  positions  and/or 
excluded  from  jobs  with  decision-making  responsibilities.  The  review  focuses  on 
changing  organizational  systems  and  practices  and  creating  an  organizational 
culture  which  attracts  and  retains  designated  group  members  at  all  levels  of  the 
organization. 

The  ESR  Taskforce  also  recognizes  that  barriers  in  employment  systems  faced  by 
designated  groups  may  also  have  an  adverse  impact  on  other  employees. 
Identification  of  these  barriers  through  an  ESR,  therefore  promotes  "best  practices" 
and  ensures  that  all  employees  participate  fully  in  the  workplace. 

The  key  outcomes  of  the  process  are: 


*  Identification  of  the  employment  barriers  faced  by  designated  groups. 

*  Recommendations  to  remove  these  barriers. 

*  An  organizational  change  strategy  with  measures  of  success. 
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Why  Should  We  Be  Concerned  About  Eliminating 
Barriers? 

Together,  the  five  designated  groups  make-up  nearly  70%  of  the  labour  force. 
Today's  workplaces  must  attract,  develop,  and  retain  their  employees  to  be 
successful.  The  government,  and  our  ministry,  must  be  representative  of  the 
people  it  serves,  and  must  be  committed  to  a  fair  and  equitable  workplace. 

The  Ontario  Human  Rights  Code  requires  managers  to  provide  a  workplace 
which  acknowledges  diversity  and  which  is  free  of  harassment.  Both  overt  and 
systemic  discrimination  are  illegal.  Managers,  as  agents  of  ministries,  have  a 
moral  as  well  as  a  legal  responsibility  to  ensure  a  workplace  free  of 
discrimination. 

Overt  discrimination  is  an  intentional  act  of  ill  will  or  unequal  treatment  directed 
against  a  member  of  a  designated  group.  Sexual  harassment  is  an  example  of 
overt  discrimination. 

Systemic  discrimination,  however,  may  be  unintentional.  It  may  occur  when 
policies  and  procedures  embedded  in  employment  systems  result  in  an  adverse 
impact  on  members  of  designated  groups.  For  example,  the  posting  of  a  job  ad 
in  a  cramped  file  room  may  prevent  someone  in  a  wheelchair  from  learning  about 
possible  advancement  opportunities  in  the  organization. 

The  elimination  of  barriers  is  also  consistent  with  a  long  standing  principle  in  the 
OPS:  the  merit  principle.  As  long  as  qualified  individuals  are  excluded  from 
competing  equally  for  available  job  opportunities  in  the  OPS  because  of 
discriminatory  employment  barriers,  the  merit  principle  is  compromised. 
Employment  equity  initiatives  strengthen  the  application  of  the  merit  principle, 
allowing  all  qualified  candidates  to  complete  on  an  equal  footing. 

The  elimination  of  barriers  makes  good  business  sense;  it  ensures  that  all 
qualified  people  have  an  equal  opportunity  for  employment,  promotion  and 
retention.  As  a  result,  the  OPS  can  choose  the  person  best  qualified  to  do  any 
given  job,  ensuring  the  highest  possible  productivity;  an  equitable  organization; 
and  effective  management  practices. 


2. 


Employment  Systems  (Review  (Report 


Summary  Of  The  ESR  Process 

The  Associate  Deputy  Minister  has  responsibility  for  ensuring  employment  equity 
in  the  Ministry  of  Finance.  A  ministry  staff  ESR  Taskforce,  appointed  by  the 
Associate  Deputy  Minister,  is  responsible  for  managing  the  ESR  process. 


Formation  Of  Taskforce 


A  taskforce  was  established  with  representatives  from  the  bargaining  unit,  and 
management  and  excluded  employees.  This  group  was  broadly  representative  of 
the  designated  groups.  The  following  individuals  comprise  the  Taskforce: 


Margaret  Dwyer,  (Co-Chair) 

David  Ezer 

Bonnie  Frieze 

Ruth  Fleming 

Angie  Georgakakos 

Daniel  Iggers 

Leslynne  Pat  Jones 

Tony  Lyon,  (OPSEU  Co-Chair) 

Sal  Santos 


Treasury  Board 
Office  of  the  Budget  and  Taxation 
Financial  Services  Policy  Branch 
Library  Services 
Office  of  Economic  Policy 
Ontario  Securities  Commission 
Office  of  Economic  Policy 
Ontario  Insurance  Commission 
Credit  Union  &  Co-Operatives  Services 


Lalitha  Arasu  of  Corporate  Planning  Branch,  Corporate  Services  Division  was 
appointed  as  Project  Manager  and  Timolin  Blackwood  of  the  Human  Resources 
Branch  as  Project  Assistant  to  the  ESR  Taskforce. 


Formation  Of  Sub-Committees 

■  Communications  Sub-Committee: 

The  Communications  Sub-Committee  developed  and  implemented  an  ESR 
communications  strategy  to  communicate  to  staff  about  the  ESR  process.  The 
objective  of  the  strategy  was  to  provide  information  and  access  to  anyone  who 
wanted  to  contribute  to  the  process. 
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■  Data  Analysis  Sub-Committee: 

The  Data  Analysis  Sub-Committee  reviewed  and  analyzed  workforce  data  to 
identify  areas  where  there  may  be  systemic  barriers  facing  members  of 
designated  groups.  The  Sub-committee  also  analyzed  the  representation  of 
designated  groups  within  the  Ministry  relative  to  the  distribution  in  the  Metro 
Toronto  population. 

■  Interview  Sub-Committee: 

The  Interview  Sub-Committee  selected  the  consulting  group  of  Hutchinson 
Smiley  Limited  to  conduct  one-on-one  interviews  and  focus  groups.  A 
representative  sample  of  staff  was  selected  on  a  random  basis  to  participate 
in  this  process.  The  Interview  Sub-Committee  was  also  responsible  for 
formulating  the  interview  questions. 


■  Document  Review  Sub-Committee: 

The  Document  Review  Committee  reviewed  documents  pertaining  to 
government  and  Ministry  human  resources  policies  and  procedures.  The 
objective  was  to  identify  any  systemic  employment  barriers  to  designated  as 
well  as  to  all  Ministry  staff. 
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II  Organizational  Culture,  Climate  and  Structure 

Introduction 

Organizational  change  often  results  from  long  term  trends  that  involve  changing 
demographics  and  environmental  influences.  While  many  changes  result  from 
such  processes,  some  changes  are  as  a  result  of  government  policy.  While 
organizational  change  is  an  on  going  process  of  adaptation,  factors  that  play  an 
important  role  in  shaping  organizational  change  include  organizational  structure, 
organizational  systems,  organizational  behaviour  and  values,  and  the  influences 
of  the  external  environment. 


Organizational  Change  Barriers 

Each  of  these  factors  may  give  rise  to  certain  barriers,  as  noted  below.  The 
Taskforce's  consultant,  Hutchinson  Smiley  Limited  and  the  Data  Analysis  Sub- 
Committee  identified  the  following  elements  of  organizational  culture  that  may 
give  rise  to  employment  barriers: 

■  The  organizational  structure  of  some  areas  tends  to  reflect  a  bureaucratic 
hierarchical  structure.  Many  interviewees  reported  that  decision  making  was 
essentially  carried  out  in  accordance  with  a  "top-down"  model,  with  decisions 
being  made  at  the  senior  levels  and  delegated  down  to  be  implemented  by 
mid  management  and  bargaining  unit  staff. 

■  Employees  feel  that  they  have  little  input  to  many  of  the  decisions  that  affect 
the  work  place  culture.  Several  interviewees  commented  that  the  manner  in 
which  decisions  are  communicated,  left  them  with  a  sense  that  they  did  not 
know  what  is  going  on.  The  general  feeling  is  that  information  is  not  fed  to 
front-line  employees  and  that  managers  are  not  feeding  back  comments  and 
criticism  to  senior  management. 

■  Although  the  organization  systems  within  the  five  areas  have  certain  common 
features,  parts  of  the  organization  are  characterized  by  a  flexible  approach  to 
staff  and  customer  service,  while  other  parts  are  less  flexible.  This  is  partly 
due  to  the  nature  of  some  specialized  delivery  systems  (e.g.  regulatory)  and 
partly  due  to  the  historical  requirements  and  nature  of  the  people  within  the 
five  areas. 
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■  At  the  Ontario  Insurance  Commission,  the  Ontario  Securities  Commission, 
and  to  some  extent  at  the  former  Ministry  of  Treasury  and  Economics  there 
was  a  wide-spread  perception  that  employees  who  possess  professional 
credentials  are  valued  much  more  highly  than  other  employees. 

■  The  current  external  and  internal  environments  (e.g.  Social  Contract,  hiring 
freezes,  early  retirements,  and  the  process  of  redeployment)  are  influencing 
organizational  structures  and  systems  as  well  as  workplace  behaviour  and 
values. 

■  The  consolidation  of  the  former  Ministries  of  Revenue,  Financial  Institutions 
and  Treasury  and  Economics  into  the  Ministry  of  Finance  has  resulted  in 
changes  to  the  organizational  structure.  This  has  presented  new  challenges 
to  management  and  staff  in  the  integration  of  administrative  processes  and 
the  communication  of  changes  to  the  organization  in  a  timely  manner. 
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Recommendations 


Successful  change  must  reflect  the  addressing  of  issues  relating  to  the  above 
perceived  or  actual  barriers.  Unless  this  is  done  the  changes  will  not  have  any 
impact,  and  the  structure  and  culture  will  not  encourage  a  fair  and  equitable 
work  place.  The  recommendations  are  as  follows: 

1.  Special  efforts  should  be  made  by  management  to  communicate 
organizational  and  policy  changes  to  all  staff  as  soon  as  they  occur.  This 
will  eliminate  the  possibility  of  assumptions  based  on  hearsay  information 
developing  credence  as  they  are  passed  on  throughout  the  organization. 

2.  More  flexible  work  systems,  such  as  compressed  work  days,  flex  time,  and 
off-site  work  through  the  use  of  modems,  need  to  be  developed  and 
implemented  in  a  fair  and  consistent  manner  across  the  Ministry.  The 
support  of  the  Associate  Deputy  Minister  and  senior  management  will  be 
required. 

3.  Senior  managers  should  be  encouraged  to  ensure  appropriate  behaviour  and 
values  within  the  work  environment  so  that  any  negative  stereotypes  can 
be  eliminated. 

4.  While  the  external  and  internal  environment  has  created  barriers, 
management  should  be  encouraged  to  involve  staff  in  developing  solutions 
to  combat  these  challenges. 
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III  Entry  Systems 

Recruitment 

Introduction 

The  recruitment  process  includes: 

►  advertisement  of  vacant  positions; 

*  identifying  applicants  for  interview;  and 

►  arranging  for  interviews  of  prospective  candidates. 

This  process  is  the  first  step  in  the  temporary  or  permanent  employment  of  an 
individual.  The  Human  Resources  Branch  is  responsible  for  ensuring  that  this 
process  conforms  to  administrative  practices  and  collective  bargaining  agreements. 
In  practice.  Human  Resources'  representatives  in  the  five  areas  are  responsible  for 
the  above  functions. 

Competitive  Methods  such  as  the  use  of  open  or  restricted  competitions  are  the 
preferred  methods  for  filling  vacant  positions.  Non  Competitive  Methods 
include  surplus  list  placements,  waivers,  and  secondments. 

The  recruitment  process  for  senior  management  (SMG)  middle  management 
(MCP)  and  bargaining  unit  positions  are  as  follows: 


Senior  Management  Positions  j 

The  most  senior  positions  are  generally  made  by  appointments.  The  remaining 
SMG  positions  are  generally  made  by  open  competition,  and  are  advertised  in  the 
Topical  and  in  some  cases  in  the  Toronto  Star  and  the  Globe  and  Mail,  or  are 
made  by  means  of  restricted  competition. 
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Middle  Management  Positions 

Most  middle  management  positions  are  recruited  by  open  or  restricted 
competition,  and  are  advertised  on  an  external  or  internal  basis.  Competition 
waivers  have  been  reported  by  some  employees  in  some  cases. 


Bargaining  Unit  Positions 

The  general  practice  in  recruiting  bargaining  unit  positions  tends  to  be  similar  to 
the  manner  in  which  middle  management  positions  are  recruited,  with  the 
addition  that  a  large  number  of  employees  begin  employment  in  contract  or  "Go 
Temp"  positions. 

While  the  competitive  process  is  generally  viewed  as  the  fairest  way  to  recruit 
personnel,  managers  are  perceived  by  many  employees  as  exercising  favouritism 
and  using  non-competitive  methods  in  recruiting. 


Potential  Barriers  Affecting  All  Employees 

■  Advertisement: 

Some  staff  commented  that  many  advertisements  contain  requirements  that 
do  not  reflect  the  actual  requirements  of  the  job. 


■  Lack  of  understanding  of  recruitment  process: 

Recruitment  is  considered  to  be  a  controlled  process  which  many  employees 
do  not  understand.  Positions  can  be  "  open"  or  "restricted"  and  "internal"  or 
"external".  Some  staff  reported  that  there  does  not  seem  to  be  a  consistent 
approach  to  recruitment;  i.e.  whether  positions  are  "open"  or  "restricted". 

■  Limiting  features  of  "  restricted  "  competitions: 

"Restricted"  positions  are  advertised  within  stipulated  areas  of  search  within 
the  ministry.  Some  employees  have  pointed  out  that  advertisements  do  not 
always  reach  all  of  the  employees  they  should  reach.  Some  reported  instances 
of  posted  advertisements  being  removed  before  individuals  had  an 
opportunity  to  read  them. 
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■  Limiting  features  of  "open  "  competition: 

In  some  cases,  advertisement  of  "external”  or  "open"  competitions  is  limited 
to  publications  that  largely  go  to  civil  servants.  Members  of  designated 
groups  may  not  have  access  to  some  competitions  which  are  advertised  in 
Topical,  as  Topical  is  not  widely  distributed  to  groups  outside  the  civil 
service. 


■  Recruitment  of  contract  staff: 

Comments  regarding  contract  staff  related  to  the  recruitment  and  filling  of 
open  positions.  While  many  of  these  are  filled  at  short  notice,  many 
interviewees  felt  that  these  positions  are  important  as  entry  positions  that  may 
end  up  becoming  permanent  positions,  and  are  a  means  of  "getting  your  foot 
into  the  door". 


■  Recruitment  of  individuals  outside  40  kilometre  area  of  search: 

The  use  of  40  kilometres  as  a  recruitment  area  of  search  was  cited  as  a  barrier 
to  the  recruitment  of  qualified  individuals  generally,  and  aboriginals  in 
particular. 

It  was  also  noted  that  the  40  kilometre  restriction  is  not  applied  in  a  consistent 
manner. 
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Recommendations 


1.  The  development  of  an  on-line  Ministry  of  Finance  job  bank  that  can  be 
accessed  easily  would  provide  information  on  available  positions  on  a  wide 
basis  to  all  staff  within  the  Ministry.  To  some  extent,  this  has  been 
implemented  through  the  posting  of  positions  by  Human  Resources  on  the 
E-mail  systems  (i.e.  Opportunity  Bulletins)  in  the  former  ministries  of 
Treasury  and  Economics  and  Financial  Institutions.  The  job  bank  should 
be  expanded  to  include  all  available  positions  in  the  Ministry  of  Finance 
(including  the  former  Revenue  and  the  Commissions).  Human  Resources 
should  ensure  that  all  employees  of  the  Ministry  of  Finance  have  access  to 
this  information  (through  E-mail  or  other  means). 

2.  For  most  ’’open”  competitions  advertisements  are  made  only  in  the  Topical 
or  Job  Mart  newspapers.  These  have  a  limited  distribution  and  may  be  out 
of  the  reach  of  many  designated  individuals  who  are  not  already  civil 
servants.  Alternate  means  such  as  the  use  of  "flyer  insertions”  in 
community  newspapers,  and  the  use  of  Community  TV  channels,  should  be 
considered  to  reach  designated  group  members  who  may  not  have  access  to 
the  Topical  or  Job  Mart  newspapers. 

3.  The  basis  for  recruiting  contract  staff  should  be  clearly  communicated  so 
that  employees  understand  the  system  and  perceptions  abont  unfairness  in 
the  recruitment  process  can  be  minimized  or  eliminated.  Human  Resource 
Branches  should  consider  the  development  of  a  "Statement  on  Recruitment1’ 
outlining  the  recruitment  process  and  providing  information  on  the  standard 
basis  for  the  treatment  of  a  competition  (e.g.  open  or  restricted).  A  written 
statement  supplied  to  individuals  as  part  of  an  orientation  package  and 
during  the  interview  process  (see  Selection  Process  Recommendation  4) 
would  reduce  outstanding  fears  and  perceptions  of  the  system. 

4.  Recommend  to  Management  Board  Secretariat  and  OPSEH  that  the  policy 
regarding  reimbursement  of  moving  expenses  (the  40  kilometre  restriction) 
be  reviewed  to  determine  how  applicable  it  is  to  today  ’s  work  environment. 
As  there  are  many  people  who  commute  daily  from  distances  modi  further 
than  40  kilometres,  one  option  would  be  to  extend  the  distance.  Another 
option  would  be  to  remove  the  policy  and  give  employees  the  choice  to  pick 
up  relocation  costs  as  part  of  their  employment  decisions. 
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Selection 

Selection  Process 

In  order  to  introduce  a  discussion  of  the  selection  process  as  a  component  of  the 
OPS  employment  system  we  have  attempted  to  articulate  some  of  the  goals  of  the 
selection  process. 

Employment  systems  should  be  designed  to  select  best  qualified  candidates 
through  a  competitive  process  in  an  efficient  and  fair  manner. 

The  selection  process  should  be  competitive,  open  and  transparent: 

■  Stated  job  requirements  should  reflect  the  job  that  is  in  fact  needed  to  be  done 
and  the  job  that  is  in  fact  being  done. 

■  Selection  criteria  should  be  clearly  understood  and  articulated  so  that  decision 
makers  have  a  common  understanding  of  the  basis  for  the  hiring  decision  to 
be  made,  and  candidates  and  others  also  understand  the  basis  on  which 
decisions  are  made. 

■  Selection  criteria  should  reflect  the  stated  job  requirements. 

■  Job  requirements  should  be  realistic  and  not  overstated,  and  should  focus  on 
the  actual  knowledge,  skills  and  experience  that  is  directly  relevant  to  the  job. 

■  In  order  to  ensure  a  fair  evaluation  of  all  candidates,  decision  makers  should 
record  their  evaluations  of  candidates  in  accordance  with  a  common 
framework. 

■  Exceptions  to  the  general  rule  that  selection  should  be  done  through  an  open, 
competitive  process  (i.e.  waivers,  developmental  assignments)  should  be 
clearly  justified  and  communicated. 

During  the  course  of  individual  and  focus  group  interviews,  staff  from  across  the 
Ministry  expressed  a  number  of  concerns  about  the  selection  process.  The  process 
whereby  permanent  positions  are  filled  is  generally  perceived  by  people  who 
have  participated  on  "both  sides"  of  the  selection  process,  as  candidates  and  as 
decision  makers,  as  operating  in  a  manner  that  is  fair,  open,  competitive  and 
merit  based. 
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Concerns  were  expressed  about  specific  aspects  of  the  process,  and  with  the 
manner  in  which  alternative  arrangements  are  made  to  fill  both  permanent  and 
temporary  positions. 

Alternative  arrangements  include: 

*  surplus  list  placements; 

►  waivers,  particularly  for  senior  management  appointments; 

*  some  secondments; 

*  short  term  contracts; 

►  temporary  assignments  through  outside  employment  agencies; 

*  fee-for  service  consultant  assignments. 

In  all  but  the  first  two  methods,  the  person  must' eventually  win  a  competition  to 
become  a  permanent  employee.  However,  many  employees  felt  that  the 
incumbent  was  virtually  guaranteed  the  position  because  of  his/her  superior  on- 
the-job  knowledge.  During  the  interview  process  some  staff  indicated  that  it 
appeared  that  a  substantial  proportion  of  new  hires  are  now  taking  place  through 
non-competitive  methods  that  are  not  as  well  scrutinized  and  may  be  subject  to 
the  biases  and  personal  preferences  of  individual  managers. 


Potential  Barriers  Affecting  All  Employees 

■  Some  job  specifications  do  not  accurately  reflect  the  skills  that  are  really 
needed  to  do  the  job.  Some  jobs  specifications  are  not  current,  are  not 
expressed  in  "plain  language",  and  are  not  communicated  clearly  to 
participants. 

■  Specific  qualifications  that  are  required,  and  those  that  are  not  expressly 
required  but  are  in  fact  given  weight,  are  sometimes  more  advanced  than  is 
necessary  for  the  position  and  result  in  the  screening  out  of  otherwise 
qualified  entry-level  candidates. 

■  Screening  methods  used  by  managers  appear  to  be  inconsistent.  In  some 
cases,  the  screening  criteria  are  not  directly  related  to  the  job  requirements  as 
outlined  in  the  job  specification. 
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■  The  selection  process  (criteria,  screening  applications,  and  preparing  a  short 
list  of  interview  candidates)  often  is  not  clear  to  staff.  This  seem  in  particular 
to  be  the  case  recently,  when  Human  Resources  personnel  appear  to  be  less 
involved. 

■  Many  hiring  decisions  are  made  through  alternate  arrangements  and  are  not 
subjected  to  the  open,  competitive  process  (waivers,  secondments,  temporary 
and  other  contracts,  consulting  and  other  fee  for  service  arrangements). 


14. 


rEmpCoyment  Systems  (Review  Report 


Recommendations 


1*  Job  specifications  should  be  reviewed  on  a  regular  basis.  The  requirement 
to  have  a  current  and  accurate  job  specification  for  each  position  should  be 
recognized  as  part  of  line  managers  ’  job  responsibilities.  It  is  recommended 
that  each  job  specification  be  reviewed  prior  to  advertising/posting  a  job. 
In  addition,  during  the  performance  review  process,  discussions  should  be 
held  between  the  manager  and  the  employees)  to  ensure  that  the  job 
specification  reflects  current  job  responsibilities.  In  positions  with  multiple 
incumbents  this  could  be  done  instead  on  an  annual  basis. 

2.  As  part  of  orientation,  and  on  an  on-going  basis,  training  in  how  to  develop 
and  use  selection  criteria  and  screening  methods  that  are  relevant  to  the  job 
specification,  should  be  provided  to  appropriate  line  managers.  The 
training  material  should  be  available  in  a  brief  accessible  reference  manual 
that  is  written  in  plain  language;  for  example,  the  November  1990  Human 
Resources  Focus  document  could  be  updated  for  this  purpose. 

3.  Support  should  be  provided  by  senior  management  who  must  take 
responsibility  for  ensuring  that  job  specifications  are  current  and  that 
selection  criteria  and  screening  methods  are  relevant. 

The  current  procedure  of  the  Human  Resources  Branch  and  the 
Employment  Equity  Office  reviewing  all  job  advertisements  for  "plain 
langu^e"  and  appropriate  selection  criteria  should  continue.  This  should 
be  a  support/" double-check"  to  line  managers  involved  in  the  selection 
process,  and  should  not  take  the  place  of  line  managers  developing  the 
necessary  skills  and  accoimtabifity  for  the  process. 

4.  As  a  regular  part  of  the  competitive  process,  ensure  that  staff  who  are 
chosen  for  interviews  are  aware  of  bow  they  will  be  assessed,  ie.  the 
selection  criteria  and  screening  process.  Job  advertisements  should  indicate 
that  an  information  package  is  available  upon  request  to  those  selected  for 
interviews.  This  package  could  include:  the  job  specification,  the  PDA,  the 
selection  criteria,  make-up  of  the  hiring  panel,  the  use  of  written/oral  tests, 
assignments,  etc.  This  should  be  the  responsibility  of  Human  Resources  in 
conjunction  with  the  Division/Branch  running  the  competition. 
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Interview  process 

Employees  believe  that  the  panel  process  is  the  fairest  way  to  interview 
candidates  because  it  provides  a  balanced  assessment.  In  general,  it  was  felt  that 
interview  questions  were  fair  and  allowed  candidates  ample  opportunity  to  show 
their  abilities.  However,  some  feel  that  managers  are  able  to  manipulate  the 
process,  including  the  questions  asked,  to  get  the  candidate  that  they  want. 

Staff  felt  that  the  representation  of  designated  groups  on  panels  was  relatively 
good,  but  that  this  could  be  improved  by  increasing  the  participation  of  racial 
minorities  and  disabled  persons.  The  presence  of  Human  Resources  staff  on 
panels  was  viewed  positively  by  some  interviewees,  who  are  of  the  view  that  this 
improves  the  fairness  of  the  process  and  adds  balance  to  the  final  decision. 
However,  it  was  noted  that  recently  Human  Resources  has  not  always  been 
present  on  panels,  particularly  for  senior  management  positions. 

Testing  of  short  list  candidates  occurs  at  all  job  levels,  but  is  not  done 
consistently.  Many  staff  felt  that  testing  is  a  good  way  to  assess  skills.  However, 
many  felt  that  one  needed  to  have  detailed  on-the-job  knowledge  in  order  to  be 
successful  on  a  test. 


Potential  Barriers  Affecting  All  Employees 

■  Some  tests  and  some  questions  used  during  the  interview  process  are  too 
specific  to  the  technical  requirements  of  the  job  without  actually  assessing  an 
individual's  ability  to  do  the  job  -  thus  giving  staff  from  within  the  area  an 
unfair  advantage  and  screening  out  qualified  candidates  unfairly. 

■  Although  many  staff  feel  that  the  fairest  means  of  assessing  skills  is  testing, 
the  use  and  form  of  such  testing  is  inconsistent.  Employees  are  not  always 
informed  in  advance  or  provided  with  details  on  the  content  and  purpose  of 
the  tests. 
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Potential  Barriers  Affecting  Designated  Groups 

■  The  current  system  places  a  heavy  reliance  upon  the  oral  interview,  and  there 
are  inconsistencies  in  the  assessment  of  communication  skills.  Some  racial 
minorities,  and  those  who  have  come  to  Canada  from  other  countries,  believe 
that  some  decision-makers  assumed  that  because  one  had  an  accent,  it 
followed  that  one's  communication  skills  were  poor. 


Recommendations 


L  Ensure  that  interview  questions  and  tests  administered  are  relevant  to  the 
current  bona  fide  job  requirements  and  assess  the  individual’s  ability  to  do 
the  job  rather  than  an  over  reliance  on  the  technical  job-related  aspects  of 
the  position. 

2.  Consider  alternative  methods  to  assess  an  individual’s  ability.  The  use  of 
the  oral  interview  only  may  hot  be  an  effective  measure  of  a  candidate’s 
ability  to  do  the  job.  For  example,  candidates  could  also  be  asked  to 
actually  perform  one  or  more  job-related  tasks/functions. 

3.  Ensure  that  candidates  are  informed  of  the  purpose,  content  and  format  of 
tests  and  requests  to  perform  job-related  tasks/functions.  This  could  form 
part  of  the  package  pro  vided,  upon  req  uest,  to  all  candidates  selected  for  the 
interview  process  (see  Selection  Process  Recommendation  4).  Ensure  that 
accommodation  is  discussed/oflfered  to  each  candidate  prior  to  the 
interview/test.  This  accommodation  could  include  potentially  alternate 
locations,  particular  aids  (audio,  visual)  etc. 

4.  The  use  of  Human  Resources  staff  on  interview  panels  should  be  encouraged 
as  they  can  provide  assistance,  guidance  and  monitoring  of  the  process.  To 
the  extent  possible,  interview  panels  should  reflect  the  cultural  diversity  of 
the  OPS*  Human  Resources/Employment  Equity  should  provide 
information  and  advice  to  managers  on  how  the  interview  process  can 
accommodate  the  cultural  diversity  of  candidates. 
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Waivers 

Waivers  appear  to  be  used  infrequently  at  the  staff  level  but  are  used  more  for 
senior  management  level  jobs. 


Potential  Barriers  Affecting  All  Employees 

Staff  perceive  that  waivers  are  used  in  less  than  fair  and  equitable  ways, 
particularly  in  a  constrained  and  downsizing  environment. 


Recommendation 


1.  Whenever  possible,  the  competitive  process  should  be  used  to  allow  aO  staff 
to  apply  for  employment  opportunities/promotions.  If  waivers  are  used,  the 
criteria/’*  rules0  need  to  be  clarified,  applied  consistently  throughout  the 
Ministry,  and  communicated  to  employees.  These  criteria  must  reflect  the 
requirements  of  Employment  Equity. 


Physical  Demands  Analysis  ("PDA”) 

Potential  Barriers  Affecting  Designated  Groups  (Persons  with 

Disabilities) 

■  Persons  with  disabilities  who  are  staff  members  at  the  Treasury  and  Financial 
Institutions  Divisions  said  they  had  good  access  to  PDA's.  PDA's  for  the  3 
commissions  were  not  readily  available.  Some  staff  expressed  concern  that 
PDA's  are  not  updated  on  a  regular  basis.  The  information  on  current  PDA's 
for  all  positions  would  assist  the  disabled  in  determining  if  they  can  meet  the 
physical  demands  of  the  job,  and  whether  alternative  arrangements  could  be 
made. 
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■  Many  disabled  staff  believe  that  they  must  take  the  initiative  in  addressing 
their  physical  accommodation  needs  both  before  and  after  hiring.  Concern 
was  expressed  that  access  to  buildings  outside  Queen's  Park  is  not  adequate. 


Recommendations 


1.  Ensure  that  current  and  accurate  PDA’s  exist  for  all  jobs  in  the  Ministry. 
This  could  be  accomplished  by  reviewing  PDA’s  prior  to  jobs  being 
advertised/posted. 

2.  information  should  be  provided  to  both  Human  Resources  staff  and  line 
managers  on  how  to  complete  and  implement  the  PDA*  In  this  way*  PDA’s 
could  be  used  to  identify  and  discuss  issues  of  physical  accommodation, 
including  the  availability  of  funding  sources. 

3.  All  job  advertisements  should  indicate  that  PDA’s  are  available  upon 

request.  •  :  •  SS.S} 

4.  Ensure  that  managers  are  aware  that  funding  is  available  to  assist  with 
accommodation  issues* 


Orientation 

Orientation,  both  formal  and  informal,  is  a  valuable  introduction  to  the 
workplace.  When  it  is  done  well,  the  new  employee  understands  how  his/her 
unit  and  its  work  fits  into  the  organization.  A  formal  orientation  helps  the  new 
employee  grasp  the  role  and  responsibilities  of  other  branches  and  divisions  of 
the  Ministry.  It  is  also  an  opportunity  for  the  new  employee  to  meet  staff  from 
other  areas  of  the  Ministry.  An  informal  orientation  introduces  the  new  employee 
to  co-workers  and  counter-parts  in  other  units  and  branches  within  the  Ministry. 
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Formal  Orientation 

This  should  be  done  within  the  first  week  of  an  employee's  start  date.  It  should 
include  documentation  at  Human  Resources  as  well  as  information  about  "service 
branches"  such  as  Pay  and  Benefits,  Library  Services,  the  Copy  Centre  and  mail 
services.  The  employee  should  also  be  given  the  "big  picture"  of  the  Ministry  and 
its  agencies,  boards  and  commissions. 


Informal  Orientation 

The  informal  orientation  is  in  some  ways  more  important  than  the  formal 
orientation.  Information  about  job  responsibilities  and  how  work  is  done  within 
the  unit  are  of  great  importance  to  the  new  employee.  If  this  is  not  clearly 
expressed  to  the  employee,  he  or  she  may  fail  to  meet  job  standards  and 
expectations.  This  can  cause  frustration,  resentment,  and  misunderstanding 
between  the  manager  and  the  employee  as  well  as  between  the  new  employee 
and  co-workers. 


Recommendations 


JL  The  Ministry  develop  an  orientation  package  that  addresses  corporate 
organization,  policies  and  procedures,  and  which  could  be  used  by 
Divisions/Branches  in  a  timely  manner  to  orient  new  staff.  This  orientation 
should  include  an  overview  of  Employment  Equity,  including  the  critical 
role  of  the  Workplace  Profile  Survey,  the  Ministry’s  Workplace 
Discrimination  and  Harassment  Prevention  Policy;  and  a  discussion  of 
accommodation  issues. 

2.  Each  Division/Branch  develop  an  orientation  program  specific  to  their 
employees,  including  a  review  of  relevant  job  specifications. 

3.  Special  consideration  should  be  given  to  the  adjustment  needs  of  incoming 
surplus  staff. 
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Probation 

Probation  refers  to  the  nine-month  period  in  which  all  new  employees  are 
assessed  as  to  whether  the  employee  has  met  the  requirements  of  the  job. 

Employees  are  informed  of  the  length  of  their  probationary  period  in  their  letter 
of  offer  of  employment,  along  with  the  effective  date  of  employment. 


Potential  Barriers  Affecting  All  Employees 

■  Many  employees  are  aware  of  the  probationary  period,  but  feel  that  it  is  not 
taken  seriously  by  the  ministry. 

■  While  some  staff  stated  that  they  had  performance  reviews  and  were 
subsequently  informed  of  completion  of  their  probationary  period,  many  did 
not  receive  had  performance  reviews  and  were  not  notified  upon  completion 
of  the  probation  period  completion. 

■  Some  managers  felt  that  they  would  have  difficulty  firing  an  employee  for 
poor  performance  during  the  probationary  period. 
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Recommendations 


JL  The  probationary  period  should  be  applied  consistently  and  managers 
should  set  standards  of  performance  against  the  current,  relevant  job 
specification. 

2.  Managers  should  provide  timely  and  regular  feedback  and  documentation 
where  appropriate,  to  employees  during  the  probationary  period. 

3.  Standards  of  performance,  and  appropriate  feedback  on  actual  performance 
should  be  closely  tied  to  the  employee’s  training  plan. 

4.  Human  resources  should  have  an  active  role  during  the  probationary  period 
and  should  assist  managers  in  dealing  with  performance  problems  daring 
the  period. 

5.  A  formal  letter  should  be  sent  by  Human  Resources  to  all  probationary 
staff,  informing  them  of  their  change  in  status,  upon  completion  of  their 
probationary  period. 

If  the  proper  procedures  are  adhered  to,  wherein  there  are  proper 
performance  standards  set  and  regular  performance  reviews  completed, 
managers  could  take  appropriate  actions  confirming  or  terminating 
employees*  status. 
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IV  Retention  Systems 

Performance  Management 

The  purpose  of  a  job  performance  review  is  to  provide  a  two-way  exchange 
between  managers  and  their  staff  in  order  to: 

►  provide  feedback  on  job  performance; 

*  set  specific  performance  objectives; 

*  determine  training  needs; 

►  discuss  the  employees  career  plans;  and 

*  review  branch  goals. 

Performance  management  is  essential  to  the  retention  system  in  that  it  ensures 
that  employees  can  realize  their  potential  on  the  job  and  make  their  best  possible 
contribution  to  the  organization.  As  such,  it  must  be  clearly  linked  to  training, 
career  development,  and  promotion  where  appropriate. 

During  the  one-on-one  interviews  and  focus  group  discussions,  staff  indicated 
that  job  performance  reviews  in  all  of  the  organizations  except  for  the  Pension 
Commission  of  Ontario  have  been  largely  abandoned.  Although  some  felt  that 
this  is  related  to  the  merger,  others  felt  that  the  abandonment  of  the  process  is  a 
result  of  a  constrained  and  downsizing  environment  where  the  opportunities  for 
promotions  are  limited,  and  the  social  contract  which  has  frozen  wage  increases 
in  the  near  term.  Others  indicated  that  job  performance  reviews  in  their 
organizations  have  always  been  done  on  an  irregular  and  inconsistent  basis,  and 
a  few  staff  reporting  that  they  had  never  had  one  done. 

Job  performance  reviews  seem  to  be  done  largely  at  the  discretion  of  the 
individual  manager.  Some  managers  see  them  as  a  valuable  career  development 
tool  and  a  opportunity  for  regular  positive  two-way  exchanges  between  the 
manager  and  the  employees.  Others  seem  to  regard  them  just  as  a  paper  exercise 
that  is  not  linked  to  wage  increases,  career  development  or  promotions.  In  other 
cases  it  appears  that  proper  procedures  are  not  being  followed  and  goals  are  not 
being  set  prior  to  an  evaluation  of  an  employee's  performance.  In  these  cases, 
some  staff  and  managers  felt  that  the  performance  review  process  was  being  used 
as  a  disciplinary  tool. 
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Potential  Barriers  Affecting  All  Employees 

■  Performance  management  is  applied  inconsistently,  and  in  some  cases  is  non¬ 
existent.  Without  regular,  effective  performance  management  staff  may  not 
receive  adequate  direction,  feedback,  and  support  to  help  them  attain 
satisfactory  job  performance,  to  identify  training  needs,  and  to  identify 
suitable  opportunities  for  job  mobility 

■  There  appear  to  be  few  linkages  from  performance  management  to  training 
and  career  development,  and  to  identifying  the  future  potential  of  employees. 

■  Effective  performance  management  relies  on  accurate  job  specifications  as  a 
measure  for  performance.  However,  as  described  in  the  Selection  Process 
section  of  this  report,  many  job  specifications  are  either  out  of  date  or  do  not 
exist. 

■  Some  managers  believe  that  they  do  not  have  the  appropriate  knowledge  or 
resources  to  be  able  to  conduct  effective  performance  reviews. 


Recommendations 


1.  Reinstate  and  revitalize  the  job  performance  review  process*  Performance 
reviews  should  occur  at  least  on  an  annual  basis,  and  should  be  based  on 
current  and  accurate  j  ob  specifications  (see  Recommendation  1  under  Selection 
Process)*  Each  employee  who  begins  a  new  Job  should  be  given  the  job 
specification  and  have  an  opportunity  to  discuss  the  requirements  of  the 
position  with  their  manager*  Ibis  should  form  the  basis  for  further  annual 
reviews  of  performance. 

2.  The  review  of  an  employee’s  performance  should  be  clearly  linked  to  the 
identification  of  training  to  improve  on-the-job  performance,  and  to  career 
development  opportunities 

3.  Support  should  be  provided  by  senior  management  who  must  take  responsibility 
for  ensuring  that  performance  reviews  are  completed,  and  who  should  provide 
the  necessary  and  appropriate  support  and  resources  to  managers.  This  may 
require  additional  training  and  support  from  Human  Resources. 
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Training  &  Development 
Introduction 

■  Training  refers  to  the  process  of  imparting  skills  to  individuals  or  groups 
generally  for  application  on  the  job.  Employee  development  on  the  other 
hand  relate  to  training  individuals  or  groups  on  the  basis  that  current  job 
success  is  no  guarantee  of  ability  to  perform  well  in  the  future.  This  training 
is  essentially  to  prepare  the  individual  for  other  jobs. 

■  The  need  for  training  depends  upon  a  number  factors.  If  previously  trained 
and  experienced  people  are  recruited  as  a  matter  of  policy,  then  little  job 
training  may  be  needed.  If  the  promotion  is  from  within  the  organisation, 
then  developmental  training  may  be  necessary.  If  this  is  not  done  people  may 
be  promoted  on  the  basis  of  their  competence  in  their  current  job  into 
positions  where  they  will  not  be  competent. 

■  Responses  from  the  interviews  indicate  several  areas  of  concern  regarding  on 
the  job  training  and  developmental  training.  While  the  current  constraints 
pose  funding  problems,  there  are  other  concerns  that  are  not  of  a  funding 
nature  and  allow  opportunity  for  change.  These  are: 

*  There  is  no  corporate  strategy  for  training  and  development.  They  are 
handled  quite  differently  in  various  parts  of  the  ministry,  and  some 
employees  believe  that  some  employees  favoured  over  others,  in  regard 
to  training  opportunities. 

*  In  general,  training  is  restricted  to  job  related  courses.  This  may  make  it 
difficult  for  employees  to  learn  new  skills  and  advance.  There  is  a 
perception  that  the  present  climate  of  constraint  has  resulted  in  training 
being  abandoned  in  an  effort  to  meet  financial  constraints. 

►  There  is  a  perception  that  OAG  bargaining  unit  employees  receive  less 
funding  for  training  than  management  and  senior  management.  Since 
both  generally  come  out  of  the  same  budget  some  employees  believe  that 
senior  management  needs  are  addressed,  and  that  the  training  needs  of 
other  employees  are  neglected. 
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Recommendations 


The  following  recommendations  take  Into  account  the  current  constraints  placed  on 

expenditures  but  provide  new  challenges  to  address  harriers  that  affect  not  only 
designated  staff  but  all  staff: 

1.  That  the  Ministry  develop  a  strategic  plan  in  regards  to  training  and  career 
development  of  its  staff. 

2.  That  all  management  staff  be  held  responsible  for  the  training  and  development 
of  each  layer  of  staff  under  them.  This  should  be  reviewed  as  part  of  the 
performance  review  process. 

3.  To  avert  the  perception  that  large  amounts  of  training  funds  are  used  for 
management  staff  and  smaller  amounts  relegated  to  bargaining  unit  staff,  the 
Ministry  could  consider  centralising  expenditures  for  senior  management  training 
and  career  development. 

4.  To  ensure  consistency  with  the  Ministry’s  strategic  plan,  and  equitable  resource 
distribution,  the  Ministry  could  consider  having  training  and  career  development 
plans  and  results  becomes  a  standing  agenda  item  on  Executive  Management 
Committee. 

5.  A  commitment  should  he  sought  from  management  that  any  time-limited  leave 
of  absence  such  as  maternity,  sick  leave  etc  be  filled  as  career  development 
opportunities  for  all  classifications  and  should  be  posted  on  a  ministry-wide  basis. 


6.  Division  Heads  should  be  encouraged,  where  it  makes  sense  operationally,  to 
establish  career  development  positions.  These  positions  should  be  filled  as 
bridging  mechanisms  between  classification  groups,  and  used  to  develop 
individuals  for  potential  future  promotional  opportunities.  Identification  of 
individuals  for  those  positions  should  be  done  during  the  performance  review 
process.  Communication  is  very  important  -  it  should  be  made  clear  that 
involvement  in  a  career  development  position  is  not  a  guarantee  of  promotion, 
but  rather,  an  opportunity  to  develop  new  skills. 

7.  While  the  traditional  methods  of  training  generally  take  the  form  of  class  room 
instruction,  generally  by  consultants,  many  other  creative  methods  can  be  used 
to  minimize  expenditures  while  providing  valuable  new  skills.  These  could 
include  group  problem  solving,  job  sharing,  train  the  trainer  programmes,  and 
role  playing  by  staff  members. 
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Mobility 

Introduction 

Mobility  refers  to  the  opportunities  which  exist  for  employees  to  move  within  the 
organisation.  For  this  purpose  then,  mobility  is  seen  as  either: 

■  A  vertical  process  where,  staff  and  management  move  to  higher  positions 
through  such  mechanism  as  promotions,  secondments  and  career 
development  assignments.  While  a  promotion  is  a  permanent  movement, 
secondments  and  career  development  assignments  help  employees  to  acquire 
the  skills  and  experience  for  other  opportunities  which  generally  are  above 
their  current  classification. 

■  A  horizontal  or  lateral  process  where  employees  move  to  positions  within 
their  same  job  classification.  This  would  include  job  rotation,  special 
assignments  and  job  transfers.  Lateral  mobility  may  provide  job  enrichment 
during  periods  of  constraint  when  there  are  fewer  opportunities  to  move  up 
in  the  organization. 


Potential  Barriers  Affecting  All  Employees 

The  general  concerns  that  were  expressed  regarding  mobility  are  that  many  of  the 
mobility  mechanisms  do  not  function  effectively  which  may  result  in  barriers  to 
all  employees  seeking  career  movements.  The  ineffectiveness  of  these 
mechanisms  are  essentially  due  to  the  following  factors: 

■  Managers  seldom  see  themselves  as  being  responsible  for  seeking  out 
opportunities  for  their  staff.  Where  managers  are  instrumental  in  seeking  out 
opportunities  for  their  staff,  there  is  a  perception  that  the  process  is  not  fair. 
There  is  no  formalized  process  or  objective  basis  for  identifying  candidates  for 
opportunities  within  the  Ministry. 

■  Mobility  opportunities  are  not  widely  advertised  and  staff  seldom  get  to  know 
about  these  opportunities.  Staff  are  seldom  aware  of  the  mechanisms 
available  and  how  to  locate  these  opportunities. 
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■  The  lack  of  bridging  positions  between  the  OAG  group  and  the  mid 
management  group  means  that  there  is  no  feeder  group  from  the  bargaining 
unit  group  being  prepared  for  mid  management  opportunities. 

■  Economic  pressures,  downsizing  in  various  branches  of  the  Ministry,  and 
redeployment  of  surplus  staff,  has  resulted  in  some  employees  being  forced 
to  stay  in  their  home  positions  for  longer  periods  of  time. 


Recommendations 


1.  As  the  current  environment  of  surplus  and  redeployment  of  staff  is  likely  to 
continue,  both  managers  and  staff  will  have  to  be  creative  to  discover 
mobility  opportunities  for  themselves  and  their  staff.  Staff  should  also  be 
encouraged  to  approach  managers  to  solicit  opportunities  on  their  own 
behalf. 

2.  Establish  clear  criteria  for  accessing  training  and  dev  elopment  opportunities. 
Ensure  that  opportunities  are  provided  to  all  staff  through  the  effective  use 
of  recruitment,  selection,  performance  review,  and  training  and  development 
systems. 


Working  Conditions 

Introduction 

Working  conditions  include  such  matters  as  attendance,  health  and  safety 
requirements,  and  the  general  working  environment. 

Many  workers  have  special  needs  that  should  be  accommodated.  There  are  many 
types  of  needs  that  arise,  that  are  increasingly  being  accepted  as  being  ones  that 
ought  to  be  accommodated.  Some  workers  may  have  temporary  health  problems, 
or  chronic  health  problems,  physical  limitations  or  sensitivities  that  fall  short  of 
formal  disability.  Most  workers  have  family  responsibilities  of  one  kind  or 
another,  whether  relating  to  spouses,  children  or  parents.  A  range  of  common 
situations  -  illnesses,  doctors'  appointment,  school  professional  development  days 
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-  may  necessitate  spending  time  away  from  work  or  adjustment  of  work 
schedules.  Such  family  responsibilities  fall  disproportionately  on  women.  At  the 
same  time,  it  may  be  particularly  difficult  for  men  to  seek  and  obtain 
accommodation  in  such  situations.  The  burdens  on  workers  who  are  single 
parents,  and  on  workers  who  have  responsibility  for  the  care  of  disabled  children 
spouses,  or  of  elderly  parents,  can  be  particularly  onerous. 

Inflexibility  and  lack  of  sensitivity  to  special  needs  can  amount  to  a  barrier  to  a 
worker's  ability  to  perform,  and  to  advancement  and  success  in  the  public  service. 


Potential  Barriers  Affecting  All  Employees 

Employees  reported  the  following  concerns  about  working  conditions: 

*  There  was  a  perception  on  the  part  of  some  employees  that  work  rules  are 
rigidly  applied  to  staff  in  low  level  positions  where  designated  group 
members  employees  are  concentrated. 

Some  of  the  buildings  are  not  accessible  to  employees  who  have 
disabilities.  The  offices  at  250  Yonge  Street  are  reported  to  pose 
considerable  difficulty  to  individuals  with  wheelchairs. 

*  Workstations  are  not  well  designed  for  persons  with  disabilities.  Lack  of 
accessibility  discourages  qualified  persons  from  applying  for  positions  for 
which  they  may  be  suitable. 

*  While  there  are  established  Health  &  Safety  Committees  in  many  areas 
under  review,  there  is  no  evidence  that  all  employees  who  work  at  video 
display  terminals  understand  the  issues  regarding  low  level  radiation  and 
alternatives  available  to  minimise  VDT  radiation. 

►  There  is  no  consistent  Ministry-wide  program  to  permit  flexible  working 
hours  to  accommodate  employees  with  child  care  or  other  forms  of  family 
responsibilities. 
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Recommendations 


There  is  need  to  address  the  barriers  in  the  development  of  a  working 

environment  that  gives  all  employees  the  opportunity  to  produce  the  best  of 

their  abilities. 

L  Managers  should  be  advised  that  they  have  a  duty  to  accommodate 
employees’  special  needs  in  respect  of  personal  health  and  family 
responsibilities,  to  the  extent  that  it  is  reasonable  to  do  so. 

2.  Both  managers  and  workers  should  look  for  flexible  and  practical 
approaches  to  accommodating  special  needs  in  a  reasonable  way.  While  it 
is  dear  that  there  must  be  sensitivity  to  special  needs  and  a  flexible 
approach  to  accommodating  spedal  needs,  it  is  difficult  to  set  out  precise 
guidelines.  In  considering  what  is  reasonable,  there  necessarily  has  to  be 
balancing  of  the  worker’s  special  needs  and  the  requirements  of  the 
government,  as  employer,  to  maintain  acceptable  standards  of  performance 
and  productivity  and  reasonably  consistent  work  rules. 

3.  Managers  should  be  cognizant  of  the  perception  that  some  employees  feel 
that  some  work  rules  are  not  being  fairly  applied  across  the  Ministry  (e.g. 
availability  of  flex  work  hours). 

4.  Ensure  that  all  managers  are  provided  with  the  OPS  guidelines  on 
harassment  and  the  OPS  policy  regarding  persons  with  disabilities  in  the 
workplace . 

5.  Review  all  areas  which  have  barriers  to  persons  with  disabilities  to  ensure 
that  accommodation  can  be  made  to  resolve  some  of  the  difficulties.  Utilise 
staff  in  developing  the  delivery  of  awareness  sessions  to  ensure  that  persons 
with  disabilities  are  accommodated. 

6.  Ensure  that  staff  are  informed  of  the  general  guidelines  to  be  followed  for 
extended  exposure  to  video  display  terminals. 
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V  Credentialism 


"Credentialism"  is  a  term  used  to  describe  an  employment  barrier  that  involves 
preference  for  the  possession  of  specific  academic  credentials  (e.g.  post-secondary 
degree,  LLB  etc.),  professional  designations  (e.g.  legal  and  accounting),  association 
membership,  and/or  experience  (i.e.  in  a  particular  industry)  as  a  condition  of 
employment  or  promotion. 

A  practice  that  is  similar  to  credentialism  that  can  also  create  barriers  to  entry  and 
advancement  involves  preference  for  degrees  from  "elite"  institutions.  A  related 
practice  involves  preference  for  credentials  and  experience  of  domestic.  North 
American,  British,  and  Commonwealth  origin  (in  descending  order),  over 
credentials  and  experience  acquired  elsewhere. 

Credentialism  may  be  expressed  in  a  number  of  ways.  It  can  be  open  and  formal 
-  involving  expressly  stated  requirements  or  preferences  for  specified  credentials 
or  experience.  Credentialism  may  be  explicit  but  not  formal  -  in  the  sense  that 
managers  proceed  on  the  basis  of  explicit  assumptions  that  the  possession  of 
certain  credentials  is  a  prerequisite,  even  if  those  assumptions  are  not  formally  set 
out  in  terms  of  job  qualifications.  Credentialism  may  also  be  informal  -  involving 
an  inclination  to  presume  that  the  possession  of  certain  types  of  credentials  and 
experiences  means  that  a  person  possess  a  particular  degree  of  knowledge  and 
ability,  and  a  corresponding  inclination  to  weed  out  or  downgrade  candidates 
who  do  not  possess  such  credentials  and  experience. 


Potential  Barriers  Affecting  All  Employees 

■  Credentialism  has  been  identified  as  a  potential  barrier,  in  particular  to 
members  of  some  designated  groups  who  may  possess  the  ability  and  the 
knowledge  to  make  them  appropriate  candidates  for  entry  or  promotion,  but 
who  may  be  deterred  from  applying  for  positions  or  unfairly  excluded  from 
fair  consideration  for  positions  because  they  lack  the  preferred  credentials  and 
associations. 
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Potential  Barriers  Affecting  Designated  Groups 

■  Degrees,  professional  designations  and  experience  acquired  in  other 
jurisdictions  may  not  be  given  adequate  consideration,  or  may  be  unfairly 
downgraded  in  relation  to  Canadian  and  North  American  credentials. 


Considerations 


It  is  not  always  a  simple  matter  to  determine  whether  credentialism  is  at  work  in 
a  hiring  or  promotion  process.  In  some  cases  where  specific  professional 
designations  are  required,  such  as  the  Chartered  Accountants  designation,  for 
example  -  the  work  may  be  of  a  type  that  is  restricted  by  legislation  governing  the 
practice  of  accountancy.  Similar  situations  may  occur  in  positions  where  the  work 
amounts  to  the  "practice  of  law"  and  is  required  to  be  done  by  a  member  of  the 
Bar. 

There  may  also  be  situations  where  the  formal  requirement  of,  or  stated 
preference  for,  a  specific  credential  is  the  result  of  a  judgment  call  by 
management.  The  requirements  of  the  work  may  be  of  a  type  -  for  example, 
examination  of  audits  of  public  corporations  undertaken  by  major  C.A.  firms  - 
where  only  a  C.A.  has  both  the  expertise  and  the  needed  credibility  for  the  job. 
Some  branches  of  the  Ministry  are  administered  by  Directors  who  are  expected 
to  take  the  lead  in  directing  and  approving  work  of  the  branch  in  administering 
complex  legislation  and  developing  policy,  and  who  supervise  professional  staff 
who  are  required  to  possess  specialized  qualifications  and  credentials.  In  some 
cases,  it  may  be  necessary  to  required  like  qualifications  and  credentials  in  order 
to  attract  candidates  who  possess  relevant  experience  and  expertise. 

Some  areas  of  the  Ministry  appear  to  have  a  high  concentration  of  certain  degrees 
and  credentials.  However,  it  is  not  clear  whether  this  is  a  result  of  a  unfair 
preference  or  inclination  towards  holders  of  degrees  and  credentials,  or  reflects 
the  fact  that  people  with  the  ability  and  the  interest  in  a  particular  line  of  work 
have  gravitated  toward  acquiring  the  most  appropriate  mix  of  credentials  and 
experience. 
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Administrative  expediency  should  not  be  a  justification  for  excluding  qualified 
people  from  consideration,  because  they  may  lack  formal  credentials  or 
experience.  Administrative  short-cuts  (e.g.  using  the  presence/absence  of  a 
certain  qualification  as  the  over-riding  selection  criteria)  that  simplify  decision¬ 
making  and  speed  up  hiring  can  result  in  unfairness  to  many  potential 
candidates. 

There  is  value  to  the  organization  and  its  people  in  bringing  increased  diversity 
of  experience  and  background  to  positions  that  may  have  been  filled  in  the  past 
by  people  from  relatively  uniform  and  homogeneous  backgrounds. 


Recommendations 


Recruitment,  selection  and  promotion  systems  should  be  based  on  fair,  equitable  and 
competitive  processes  which  reflect  the  bona  fide  requirements  of  a  job  and  which 
result  in  the  selection  of  the  best  qualified  candidate.  These  are  described  in  various 
other  sections  of  our  report,  but  specifically  in  reference  to  the  issue  of  credentialism 
inclnde: 

1.  All  job  specifications  should  be  reviewed  periodically,  and  in  any  event  when  a 
position  Is  about  to  be  advertised  to  ensure  that  they:  are  current  and  reflect  the 
real  reqnirements  of  the  position,  are  not  too  narrowly  focused,  and  comply  with 
all  relevant  directives  and  guidelines  respecting  credentialism. 

2.  Specific  credentials  or  designations  must  not  be  used  to  screen  out  candidates 
unless  the  accreditation  is  required  by  statute  or  regulation. 

3.  Managers  should  explore  whether  it  is  possible  to  identify  means  other  than 
credentials  for  acquiring  the  skills,  knowledge  and  ability  to  perform  the  job  (e.g. 
equivalent  educational  programs  and/or  experience,  training).  Some  of  the  onus 
for  proving  that  the  required  skills/knowledge  and/or  credentials  are  there  should 
also  be  placed  upon  the  individual  applying  for  the  position. 

4.  Human  Resources  will  need  to  assist  managers  in  developing  evaluation  criteria 
and  identifying  organizations  which  may  have  already  completed  some  analysis 
of  "equivalencies".  We  are  supportive  of  initiatives  to  facilitate  the  analysis  of 
equivalencies  such  as  the  work  being  done  by  the  Ministry  of  Citizenship’s  Access 
to  Professions  and  Trades,  and  by  the  University  of  Toronto. 
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VI  Separation  Systems 

Separation  systems  are  those  employment  systems  whereby  an  employee  leaves 
the  organization.  These  include  resignation,  retirement,  discipline,  layoffs,  and 
exit  procedures. 


Discipline 

Barriers  That  Affect  All  Employees 

Discipline  is  used  when  an  employee  fails  to  meet  the  standards  of  work 
performance  expected.  It  was  noted  during  the  interview  process  that  managers 
are  reluctant  to  initiate  formal  documentation  of  disciplinary  problems  because 
this  type  of  process  appears  to  be  extremely  negative,  lacks  senior  management 
support  and  is  very  time  consuming.  Discipline  is  usually  limited  to  several  one- 
on-one  discussions  between  the  manager  and  the  employee. 

Since  employees  reported  that  verbal  reprimands  are  frequently  used  at  the  OAG 
level.  Some  designated  groups  feel  they  are  singled  out  and  that  different  rules 
of  conduct  are  applied  depending  on  one's  group  status  or  one's  working 
relationship  with  management. 


Potential  Barriers 

Many  of  the  barriers  described  in  the  Performance  Management  section  of  this 
report  are  applicable  here,  including: 

►  lack  of  regular,  effective  performance  reviews  to  provide  adequate 
direction,  feedback,  training  and  support. 

►  clear  performance  standards  not  being  set  prior  to  evaluation  of  an 
employee's  on-the-job  performance. 
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Recommendations 
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1,  Once  hired,  clear  guidelines/instroctions  must  be  given  to  employees  on  their 
job  responsibilities  and  the  standard  of  work  expected. 

2.  "Follow-up  mechanisms"  need  to  be  dearly  linked  with  the  performance 
review  process. 


Exit/Redeployment  Procedures 

The  turnover  at  all  five  organizations  is  low.  A  significant  number  of  staff  were 
worried  about  the  future  of  their  jobs  because  of  the  merger  and  fiscal  constraints. 

Exit  interviews  are  a  means  of  determining  why  employees  leave  an  organization. 
This  information  can  help  an  organization  modify  its  recruitment,  selection  and 
retention  strategies. 

Common  reasons  cited  for  leaving  the  public  service  were  as  follows: 

►  retirement 

►  early  exit  opportunities 

►  better  job  opportunities  in  the  private  sector 
*  frustration  with  the  bureaucracy 


Barriers 

Exit  interviews  are  applied  inconsistently  and  in  some  cases  are  non-existent. 

■  Some  staff  members  believed  that  management  often  does  not  "take  care  of 
its  own"  by  assigning  priority  to  making  placements  for  those  members  of 
their  staff  who  are  surplus.  It  was  noted  that  some  managers  assume  that 
staff  on  the  surplus  list  are  poor  job  performers.  Others  believed  that 
managers  deliberately  manipulate  selection  criteria  for  job  openings  to  avoid 
hiring  from  the  surplus  list. 
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Recommendations 


1.  Ensure  that  exit  interviews  are  conducted  by  Human  Resources  for  all 
employees  leaving  the  Ministry,  and  that  employee  confidentiality  is 
maintained. 

2.  During  the  exit  interview,  special  consideration  should  be  given  to  the 
adjustment  needs  of  surplus  staff  being  redeployed. 
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VII  Change  Strategy 

The  ESR  Taskforce  has  prepared  this  report  not  only  to  identify  barriers  but  also 
to  develop  an  effective  change  strategy.  The  Associate  Deputy  Minister  is 
responsible  for  the  implementation  of  any  plan  of  action. 

Successful  changes  must  address  perceived  and  actual  barriers.  Unless  this  is 
done,  there  will  be  no  change  to  the  organizational  structure  and  culture.  A 
successful  change  strategy  must  include  the  following: 


(1)  POSITIONING  THE  IMPLEMENTATION  PROCESS 

This  involves  obtaining  support  for  the  report  from  the  Associate  Deputy 
Minister  as  well  as  from  Directors  and  middle  managers.  This  also  includes 
consideration  of  other  objectives  of  the  Ministry  to  ensure  that  there  is 
consistency  with  other  changes  within  the  Ministry. 


Obtain  Support  of  the  Associate  Deputy  Minister 

The  change  strategy  for  achieving  renewal  has  been  developed  to  address  the 
issues  raised  in  the  ESR  process  and  the  recommendations  developed  to 
resolve  them.  The  support  of  the  Associate  Deputy  Minister  is  necessary  for 
changes  to  be  successful. 


Marketing  of  Report  Findings  to  Senior  Managers 

Branch  Directors  and  managers  are  responsible  in  large  part  for  the  culture 
and  structure  of  their  branches.  They  are  in  positions  of  influence  to  direct 
change  in  work  place  behaviours,  recruitment  and  work  place  conditions. 
Meetings  will  be  arranged  with  managers  within  the  Ministry  to  discuss  the 
report  and  seek  their  support  in  implementing  the  recommendations. 
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(II)  ENSURING  READINESS  FOR  CHANGE 

This  involves  strategies  for  informing,  educating  and  building  commitment 
particularly  among  managers  and  those  who  are  positioned  to  assist  in  the 
implementation  process. 


Communication  of  Report  Findings 

Special  attempts  should  be  made  to  communicate  the  report's  findings  to  all 
staff  within  the  areas  under  review.  This  will  not  only  develop  interest  in 
the  issues  raised  but  will  help  clarify  the  recommendations  to  staff  who  may 
need  additional  information  to  buy  into  the  process. 

An  implementation  team  consisting  of  some  individuals  on  this  ESR  Taskforce 
and  the  former  Ministry  of  Revenue's  ESR  Taskforce  would  work  together  to 
develop  a  program  plan  consisting  of  approved  recommendations, 
implementation  schedule  and  resource  contracts  to  help  in  the  implementation 
of  the  recommendations. 


(Ill)  CHANGE  TO  SPECIFIC  ELEMENTS  OF  THE  ORGANIZATION 

This  involves  the  development  of  a  plan  for  marketing  specific 
recommendations  and  proposals  for  a  system  for  identifying  and  monitoring 
the  implementation  process  to  ensure  that  the  recommendations  are  put  into 
place. 

Behaviourial  Changes 

Senior  management  should  be  encouraged  to  ensure  positive  behaviour  and 
attitudes  within  the  work  environment  to  ensure  that  negative  stereotypes  can 
be  modified  or  eliminated. 

Several  interviewees  responded  that  attitudes  displayed  by  some  senior 
managers  and  supervisors  were  not  consistent  with  good  human  relations 
practice.  Behaviourial  change  programs  should  be  developed  and  made 
available  in  workshops  to  managers  so  that  they  can  better  deal  with  such 
issues. 
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Changes  to  Work  Conditions 

Development  and  introduction  of  flexible  work  systems  such  as  compressed 
work  days,  flex  time,  and  off  site  work  through  computer  modems  etc.  This 
will  provide  opportunities  to  develop  flexible  work  systems  to  achieve  the 
same  organization  goals. 


Mobility  Changes 

The  current  environment  of  surplus  and  redeployment  of  staff  will  likely 
continue.  Both  managers  and  staff  will  have  to  be  creative  to  discover  and 
encourage  mobility  opportunities  for  themselves  and  their  staff.  Staff  should 
be  encouraged  to  approach  managers  to  solicit  opportunities  on  their  behalf. 

Human  Resources  Branches  should  outline  the  various  mechanisms  available 
to  identify  opportunities  and  how  managers  can  utilize  these  processes.  This 
can  be  done  in  a  format  that  can  be  distributed  easily  to  both  managers  and 
staff. 

A  greater  emphasis  should  be  made  in  making  these  positions  widely 
available  to  all  staff  through  E-Mail,  internal  to  help  eliminate  perceptions 
that  mobility  opportunities  are  inequitably  distributed. 


Training  &  Development  Changes 

The  Ministry  should  develop  a  strategic  plan  in  regards  to  training  and 
development  of  its  staff. 

Use  of  creative  methods  such  as  group  problem  solving,  observation  of  a  job 
holder,  train  the  trainer  programmes  and  role  playing  by  staff  members  are 
some  of  the  methods  that  can  be  used  to  minimise  expenditures  while 
providing  valuable  training  opportunities.  A  commitment  should  be  sought 
from  management  that  any  short-term  leave  of  absences  such  as  maternity, 
sick  leave  etc.  be  filed  as  career  development  for  all  classifications. 
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Changes  to  Work  Place  Conditions 

Review  all  areas  which  have  barriers  to  persons  with  disabilities  to  ensure 
that  accommodation  can  be  made  to  resolve  some  of  the  difficulties.  Utilise 
staff  in  developing  the  delivery  of  awareness  sessions  to  ensure  that  persons 
with  disabilities  are  accommodated. 

Develop  alternative  work  arrangements  such  as  a  program  of  flexible  work 
hours  where  possible  to  suit  employee  with  needs  family  responsibilities. 
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VIII  Recommendation  Overview 

I  Organizational  Culture,  Climate  And  Structure 
Recommendations 


Successful  change  mast  reflect  the  addressing  of  issues  relating  to  the  above 
perceived  or  actual  barriers.  Unless  this  is  done  the  changes  will  not  have  any 
impact  and  the  structure  and  culture  will  not  encourage  a  fair  and  equitable  work 
place.  The  recommendations  are  as  follows; 

1.  Special  efforts  should  be  made  by  management  to  communicate  organizational 
and  policy  changes  to  all  staff  as  soon  as  they  occur.  This  will  eliminate  the 
possibility  of  assumptions  based  on  hearsay  information  developing  credence 
as  they  are  passed  on  throughout  the  organization. 

2.  More  flexible  work  systems,  such  as  compressed  work  days,  flex  time,  and  off¬ 
site  work  through  the  use  of  modems,  need  to  be  developed  and  implemented 
in  a  fair  and  consistent  manner  across  the  Ministry.  The  support  of  the 
Associate  Deputy  Minister  and  senior  management  will  be  required. 

3.  Senior  managers  should  be  encouraged  to  ensure  appropriate  behaviour  and 
values  within  the  work  environment  so  that  any  negative  stereotypes  can  be 
eliminated. 

4.  While  the  external  and  internal  environment  has  created  barriers, 
management  should  be  encouraged  to  involve  staff  in  developing  solutions  to 
combat  these  challenges. 
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II  Entry  Systems 
Recommendations 


1*  The  development  of  an  on-line  Ministry  of  Finance  job  bank  that  can  be 
accessed  easily  would  provide  information  on  available  positions  on  a  wide  basis 
to  all  staff  within  the  Ministry.  To  some  extent,  this  has  been  implemented 
through  the  posting  of  positions  by  Human  Resources  on  the  E-mail  systems 
(i.e.  Opportunity  Bulletins)  in  the  former  ministries  of  Treasury  and  Economics 
and  Financial  Institutions.  The  job  bank  should  be  expanded  to  include  all 
available  positions  in  the  Ministry  of  Finance  (including  the  former  Revenue 
and  the  Commissions).  Human  Resources  should  ensure  that  all  employees  of 
the  Ministry  of  Finance  have  access  to  this  information  (through  E-mail  or 
other  means). 

2.  For  most  ’’open'*  competitions  advertisements  are  made  only  in  the  TbpieaJ  or 
Job  Mart  newspapers.  These  have  a  limited  distribution  and  may  be  out  of  the 
reach  of  many  designated  individuals  who  are  not  already  civil  servants. 
Alternate  means  such  as  the  use  of  "flyer  insertions”  in  community  newspapers, 
and  the  use  of  Community  TV  channels,  should  be  considered  to  reach 
designated  group  members  who  may  not  have  access  to  the  Topical  or  Job  Mart 
newspapers. 

3.  The  baas  lor  recruiting  contract  staff  should  be  clearly  communicated  so  that 
employees  understand  the  system  and  perceptions  about  unfairness  in  the 
recruitment  process  can  be  minimized  or  eliminated.  Human  Resource 
Branches  should  consider  the  development  of  a  "Statement  on  Recruitment" 
outlining  the  recruitment  process  and  providing  information  on  the  standard 
basis  for  the  treatment  of  a  competition  (e.g.  open  or  restricted).  A  written 
statement  supplied  to  individuals  as  part  of  au  orientation  package  and  during 
the  interview  process  (see  Selection  Process  Recommendation  4)  would  reduce 
outstanding  fears  and  perceptions  of  the  system. 

4.  Recommend  to  Management  Board  Secretariat  and  OPSEU  that  the  policy 
regarding  reimbursement  of  moving  expenses  (the  40  kilometre  restriction)  be 
reviewed  to  determine  bow  applicable  it  is  to  today’s  work  environment.  As 
there  are  many  people  who  commute  daily  from  distances  much  further  than 
40  kilometres,  one  option  would  be  to  extend  the  distance.  Another  option 
would  be  to  remove  the  policy  and  give  employees  the  choice  to  pick  up 
relocation  costs  as  part  of  their  employment  decisions. 
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Selection 

Recommendations 


1,  Job  specifications  should  bo  reviewed  on  a  regular  basis.  The  requirement 
to  have  a  current  and  accurate  job  specification  for  each  position  should  be 
recognized  as  part  of  line  managers’  job  responsibilities.  It  is  recommended 
that  each  job  specification  be  reviewed  prior  to  advertising/posting  a  job. 
In  addition,  during  the  performance  review  process,  discussions  should  be 
held  between  the  manager  and  the  employees)  to  ensure  that  the  job 
specification  reflects  current  job  responsibilities.  In  positions  with  multiple 
incumbents  this  could  be  done  instead  on  an  annual  basis. 

2.  As  part  of  orientation,  and  on  an  on-going  basis,  training  in  how  to  develop 
and  use  selection  criteria  and  screening  methods  that  are  relevant  to  the  job 
specification,  should  be  provided  to  appropriate  line  managers.  The 
training  material  should  be  available  in  a  brief  accessible  reference  manual 
that  is  written  in  plain  language;  for  example,  the  November  1990  Human 
Resources  Focus  document  could  be  updated  for  this  purpose. 

5.  Support  should  be  provided  by  senior  management  who  must  take 
responsibility  for  ensuring  that  job  specifications  are  current  and  that 
selection  criteria  and  screening  methods  are  relevant. 

The  current  procedure  of  the  Human  Resources  Branch  and  the 
Employment  Equity  Office  reviewing  all  job  advertisements  for  ”  plain 
language’*  and  appropriate  selection  criteria  should  continue.  This  should 
be  a  support/” double-check”  to  fine  managers  involved  in  the  selection 
process,  and  should  not  take  the  place  of  line  managers  developing  the 
necessary  skills  and  accountability  for  the  process. 

4,  As  a  regular  part  of  the  competitive  process,  ensure  that  staff  who  are 
chosen  for  interviews  are  aware  of  how  they  will  be  assessed,  i.e.  the 
selection  criteria  and  screening  process.  Job  advertisements  should  indicate 
that  an  information  package  is  available  upon  request  to  those  selected  for 
interviews.  This  package  could  include:  the  job  specification,  the  FDA,  the 
selection  criteria,  make-up  of  the  hiring  panel,  the  use  of  written/oral  tests, 
assignments,  etc.  This  should  be  the  responsibility  of  Human  Resources  in 
conjunction  with  the  Division/Branch  running  the  competition. 
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Interview  Process 
Recommendations 


1.  Ensure  that  interview  questions  and  tests  administered  are  relevant  to  the 
current  bona  fide  job  requirements  and  assess  the  individual’s  ability  to  do 
the  job  rather  than  an  over  reliance  on  the  technical  job-related  aspects  of 
the  position. 

2.  Consider  alternative  methods  to  assess  an  individual’s  ability.  The  use  of 
the  oral  interview  only  may  not  be  an  effective  measure  of  a  candidate’s 
ability  to  do  the  job.  For  example,  candidates  could  also  be  asked  to 
actually  perform  one  or  more  job-related  tasks/functions. 

3.  Ensure  that  candidates  are  informed  of  the  purpose,  content  and  format  of 
tests  and  requests  to  perform  job-related  tasks/functions.  This  could  form 
part  of  the  packaged  provided,  upon  request,  to  all  candidates  selected  for 
the  interview  process  (see  Selection  Process  Recommendation  4).  Ensure 
that  accommodation  is  discussed/offered  to  each  candidate  prior  to  the 
interview/test  This  accommodation  could  include  potentially  alternate 
locations,  particular  aids  (audio,  visual  etc. 

4.  The  use  of  Human  Resources  staff  on  interview  panels  should  be  encouraged 
as  they  can  provide  assistance,  guidance  and  monitoring  of  the  process.  To 
the  extent  possible,  interview  paneH  should  reflect  the  cultural  diversity  of 
the  OPS.  Human  Resources/Employment  Equity  should  provide 
information  and  advice  to  managers  on  how  the  interview  process  can 
accommodate  the  cultural  diversity  of  candidates. 
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Waivers 

Recommendation 


1,  Whenever  possible,  the  competitive  process  should  be  used  to  allow  ail  staff 
to  apply  for  employment  opportunities/promotions.  If  waivers  are  used,  the 
criteria/1’ rules1*  need  to  be  clarified,  applied  consistently  throughout  the 
Ministry,  and  communicated  to  employees.  These  criteria  must  reflect  the 
requirements  of  Employment  Equity. 


Physical  Demands  Analysis 
Recommendations 


1.  Ensure  that  current  and  accurate  PDA’s  exist  for  all  jobs  in  the  Ministry. 
This  could  be  accomplished  by  reviewing  PDA’s  prior  to  jobs  being 
advertised/posted. 

2.  Information  should  be  provided  to  both  Human  Resources  staff  and  line 
managers  on  how  to  complete  and  implement  the  PDA.  In  this  way,  PDA’s 
could  be  used  to  identify  and  discuss  issues  of  physical  accommodation, 
including  the  availability  of  funding  sources. 

3.  All  job  advertisements  should  indicate  that  PDA’s  are  available  upon 
request. 

4.  Ensure  that  managers  are  aware  that  funding  is  available  to  assist  with 
accommodation  issues. 
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Orientation 

Recommendations 


1.  The  Ministry  develop  an  orientation  package  that  addresses  corporate 
organization,  policies  and  procedures,  and  which  could  be  used  by 
Divisions/Branches  in  a  timely  manner  to  orient  new  staff.  This  orientation 
should  include  an  overview  of  Employment  Equity,  including  the  critical 
role  of  the  Workplace  Profile  Survey,  the  Ministry’s  Workplace 
Discrimination  and  Harassment  Prevention  Policy;  and  a  discussion  of 
accommodation  issues. 

2.  Each  Division/Branch  develop  an  orientation  program  specific  to  their 
employees,  including  a  review  of  relevant  job  specifications, 

3.  Special  consideration  should  be  given  to  the  adjustment  needs  of  incoming 
surplus  staff. 
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Probation 

Recommendations 


1.  The  probationary  period  should  be  applied  consistently  and  managers 
should  set  standards  of  performance  against  the  current,  relevant  job 
specification. 

2.  Managers  should  provide  timely  and  regular  feedback  and  documentation 
where  appropriate,  to  employees  during  the  probationary  period. 

3.  Standards  of  performance,  and  appropriate  feedback  on  actual  performance 
should  be  closely  tied  to  the  employee’s  training  plan. 

4.  Human  resources  should  have  an  active  role  during  the  probationary  period 
and  should  assist  managers  in  dealing  with  performance  problems  during 
the  period. 

5.  A  formal  letter  should  be  sent  by  Human  Resources  to  all  probationary 
staff,  informing  them  of  their  change  in  status,  upon  completion  of  their 
probationary  period. 

If  the  proper  procedures  are  adhered  to,  wherein  there  are  proper 
performance  standards  set  and  regular  performance  reviews  completed, 
managers  could  take  appropriate  actions  confirming  or  terminating 
employees’  status. 
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HI  Retention  Systems 
Recommendations 


1.  Reinstate  and  revitalize  the  job  performance  review  process.  Performance 
reviews  should  occur  at  least  on  an  annual  basis,  and  should  be  based  on 
current  and  accurate  job  specifications  (see  Recommendation  1  under 
Selection  Process).  Each  employee  who  begins  a  new  job  should  be  given 
the  job  specification  and  have  an  opportunity  to  discuss  the  requirements 
of  the  position  with  their  manager.  This  should  form  the  basis  for  further 
annual  reviews  of  performance. 

2.  The  review  of  an  employee's  performance  should  be  clearly  linked  to  the 
identification  of  training  to  improve  on-the-job  performance,  and  to  career 
development  opportunities 

3.  Support  should  be  provided  by  senior  management  who  must  take 
responsibility  for  ensuring  that  performance  reviews  are  completed,  and 
who  should  provide  the  necessary  and  appropriate  support  and  resources 
to  managers.  This  may  require  additional  training  and  support  from 
Human  Resources. 
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Training  &  Development 
Recommendations 


The  following  recommendations  take  into  account  the  current  constraints  placed  on 

expenditures  hut  provide  new  challenges  to  address  harriers  that  affect  not  only 

designated  staff  hut  ait  staff: 

1.  That  the  Ministry  develop  a  strategic  plan  in  regards  to  training  and  career 
development  of  its  staff. 

2.  That  all  management  staff  be  held  responsible  for  the  training  and  development 
of  each  layer  of  staff  under  them.  This  should  be  reviewed  as  part  of  the 
performance  review  process. 

3.  To  avert  the  perception  that  large  amounts  of  training  funds  are  used  for 
management  staff  and  smaller  amounts  relegated  to  bargaining  unit  staff,  the 
Ministry  could  consider  centralising  expenditures  for  senior  management  training 
and  career  development. 

4.  To  ensure  consistency  with  the  Ministry’s  strategic  plan,  and  equitable  resource 
distribution,  the  Ministry  could  consider  having  training  and  career  development 
plans  and  results  becomes  a  standing  agenda  item  on  Executive  Management 
Committee. 

5.  A  commitment  should  he  sought  from  management  that  any  time-limited  leave 
of  absence  such  as  maternity,  sick  leave  etc  be  filled  as  career  development  for 
all  classifications, 

6.  Division  Heads  should  be  encouraged,  where  it  makes  sense  operationally,  to 
establish  career  development  positions.  These  positions  should  be  filled  as 
bridging  mechanisms  between  classification  groups,  and  used  to  develop 
individuals  for  potential  future  promotional  opportunities.  Identification  of 
individuals  for  those  positions  should  be  done  during  the  performance  review 
process.  Communication  is  very  important  -  it  should  be  made  clear  that 
involvement  in  a  career  development  position  is  not  a  guarantee  of  promotion, 
but  rather,  an  opportunity  to  develop  new  skills. 

7.  While  the  traditional  methods  of  training  generally  take  the  form  of  class  room 
instruction,  generally  by  consultants,  many  other  creative  methods  can  be  used 
to  minimize  expenditures  while  providing  valuable  new  skills.  These  could 
include  group  problem  solving,  job  sharing,  train  the  trainer  programmes,  and 
role  playing  by  staff  members. 
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Mobility 

Recommendations 


1.  As  the  current  environment  of  surplus  and  redeployment  of  staff  is  likely  to 
continue,  both  managers  and  staff  will  have  to  be  creative  to  discover 
mobility  opportunities  for  themselves  and  tbeir  staff.  Staff  should  also  be 
encouraged  to  approach  managers  to  solicit  opportunities  on  their  own 
behalf. 

2.  Establish  clear  criteria  for  accessing  training  and  development  opportunities. 
Ensure  that  opportunities  are  provided  to  all  staff  through  the  effective  use 
of  recruitment,  selection,  performance  review,  and  training  and  development 
systems. 
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There  is  need  to  address  the  barriers  in  the  development  of  a  working 

environment  that  gives  all  employees  the  opportunity  to  produce  the  best  of 

their  abilities. 

1.  Managers  should  be  advised  that  they  have  a  duty  to  accommodate 
employees’  special  needs  in  respect  of  personal  health  and  family 

responsibilities,  to  the  extent  that  it  is  reasonable  to  do  so. 

2.  Both  managers  and  workers  should  look  for  flexible  and  practical 
approaches  to  accommodating  special  needs  in  a  reasonable  way.  While  it 
is  clear  that  there  must  be  sensitivity  to  special  needs  and  a  flexible 
approach  to  accommodating  special  needs,  it  is  difficult  to  set  out  precise 
guidelines.  In  considering  what  is  reasonable,  there  necessarily  has  to  be 
balancing  of  the  worker’s  special  needs  and  the  requirements  of  the 
government,  as  employer,  to  maintain  acceptable  standards  of  performance 
and  productivity  and  reasonably  consistent  work  rules. 

3.  Managers  should  be  cognizant  of  the  perception  that  some  employees  feel 
that  some  work  rules  are  not  being  fairly  applied  across  the  Ministry  (e  g. 
availabOity  of  flex  work  hours). 

4.  Ensure  that  all  managers  are  provided  with  the  OPS  guidelines  on 
harassment  and  the  OPS  policy  regarding  persons  with  disabilities  in  the 
workplace . 

5.  Review  all  areas  which  have  barriers  to  persons  with  disabilities  to  ensure 
that  accommodation  can  be  made  to  resolve  some  of  the  difficulties.  Utilise 
staff  in  developing  the  delivery  of  awareness  sessions  to  ensure  that  persons 
with  disabilities  are  accommodated. 

6.  Ensure  that  staff  are  informed  of  the  general  guidelines  to  be  followed  for 
extended  exposure  to  video  display  terminals. 


51. 


IV  Credentialism 
Recommendations 


rEmp  toy  merit  Systems  Review  ^Report 


Recruitment,  selection  and  promotion  systems  siiotild  be  based  on  fair,  equitable 
and  competitive  processes  which  reflect  the  bona  fide  requirements  of  a  job  and 
which  result  in  the  selection  of  the  best  qualified  candidate.  These  are  described 
in  various  other  sections  of  our  report,  but  specifically  in  reference  to  the  issue 
of  credentialism  include: 

1„  All  job  specifications  should  be  reviewed  periodically,  and  in  any  event  when 
a  position  is  about  to  be  advertised  to  ensure  that  they:  are  current  and 
reflect  the  real  requirements  of  the  position,  are  not  too  narrowly  focused, 
and  comply  with  all  relevant  directives  and  guidelines  respecting 
credentialism. 

2.  Specific  credentials  or  designations  must  not  be  used  to  screen  out 
candidates  unless  the  accreditation  is  required  by  statute  or  regulation. 

3.  Managers  should  explore  whether  it  is  possible  to  identify  means  other  than 
credentials  for  acquiring  the  skills,  knowledge  and  ability  to  perform  the  job 
(e.g,  equivalent  educational  programs  and/or  experience,  training).  Some  of 
the  onus  for  proving  that  the  required  skilis/knowledge  and/or  credentials 
are  there  should  also  be  placed  upon  the  individual  applying  for  the 
position. 

4.  Human  Resources  will  need  to  assist  managers  in  developing  evaluation 
criteria  and  identifying  organizations  which  may  have  already  completed 
some  analysis  of  "equivalencies".  We  are  supportive  of  initiatives  to 
facilitate  the  analysis  of  equivalencies  such  as  the  work  being  done  by  the 
Ministry  of  Citizenship's  Access  to  Professions  and  Trades,  and  by  the 
University  of  Toronto. 
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V  Separation  Systems 
Discipline 

Recommendations 


JL  Once  hired*  clear  guidelines/instructions  must  be  given  to  employees  on  their 
job  responsibilities  and  the  standard  of  work  expected* 

2.  ’’Follow-up  mechanisms”  need  to  be  clearly  linked  with  the  performance 
review  process. 


Exit/Redeployment  Procedures 
Recommendations 
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1.  Ensure  that  exit  interviews  are  conducted  by  Human  Resources  for  all 
employees  leaving  the  Ministry,  and  that  employee  confidentiality  is 
maintained. 

2,  During  the  exit  interview*  special  consideration  should  be  given  to  the 
adjustment  needs  of  surplus  staff  being  redeployed. 
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APPENDIX 
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Introduction 


The  Task  Force  on  Employment  Systems  Review,  is  part  of  the  large  employment 
equity  process  that  began  as  legislation  on  employment  equity  passed.  The 
Government  in  establishing  Task  Forces  in  each  ministry  show  that  they  are 
committed  to  ensure  employment  equity  in  the  work  force. 

The  Task  Force  established  the  Data  Analysis  Subcommittee  and  asked  that  the 
Ministry's  employment  data  be  reviewed  to  identify  potential  barriers  in  hiring, 
retaining  and  promoting  employees.  As  well,  the  Subcommittee  will  use  the  data 
as  a  reference  point  to  measure  changes  for  each  of  the  designated  groups  and 
progress  towards  equity  in  the  work  force. 

The  Subcommittee  reviewed  the  overall  distribution  of  designated  groups  and 
compared  them  with  that  of  the  general  population  of  Metro  Toronto.  The 
review,  which  assumes  that  the  distribution  of  employees  of  the  designated 
groups  in  the  Ministry  correspond  the  distribution  of  these  groups  in  the  general 
population,  helped  to  reveal  potential  barriers.  The  observations  were  used  to 
help  formulate  questions  for  interviews,  provide  leads  in  search  for  employment 
systemic  barriers  in  Ministry  documents,  and  would  be  a  basis  for  the  Task  Force 
discussions  on  barriers. 


Methodology 

The  workforce  data  that  we  have  reviewed  consists  of  tables  provided  by  the 
Employment  Equity  Office  at  the  Ministry  of  Finance.  The  tables  were  compiled 
from  both  detailed  payroll  data  and  from  the  results  of  surveys  in  which  staff 
were  asked,  on  a  confidential  basis,  to  indicate  whether  they  belong  to  a 
designated  group.  (The  designated  groups  include  Women,  Racial  Minorities, 
Persons  with  Disabilities,  Francophones  and  Aboriginal  persons.)  The  tables 
indicate  the  classification  of  all  positions  at  T&E,  MFI  and  the  agencies,  the 
number  of  positions  in  each  classification,  and  distribution  of  those  positions 
among  designated  groups  and  by  sex.  We  note  that  all  "expected"  numbers  in 
the  tables  have  been  rounded  to  the  nearest  whole  number.  In  some  instances  the 
number  zero  corresponds  to  an  expected  number  less  than  0.5. 
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The  data  in  the  tables  is  up  to  date,  to  September  1993.  We  also  note  the 
response  rate  in  the  surveys  in  which  employees  were  asked  to  identify  their 
designated  group  affiliation  was  not  100  per  cent,  but  was  generally  above  95  per 
cent.  Also,  while  it  is  possible  that  in  some  instances  the  job  classification  data 
is  inaccurate,  we  are  satisfied  that  the  data  is  reasonably  accurate.  We  also  wish 
to  point  out  that  some  crown  counsel  who  are  functionally  part  of  the  Ministry 
of  Finance  (Toronto)  are  not  included  in  the  data,  as  they  are  formally  employees 
of  the  Ministry  of  the  Attorney  General. 


Aggregated  Classifications 

In  the  course  of  reviewing  the  data,  we  have  prepared  further  tables  (the 
"aggregated  tables")  in  which  we  have  aggregated  some  broadly  similar 
classifications  into  larger  groups  for  the  purposes  of  comparison  and  analysis.  The 
aggregated  classifications  are  as  follows:  The  SMG  aggregates  all  SMG  positions, 
as  well  as  Crown  Counsel  5  positions.  The  Upper  Range  includes  all  senior 
management  and  professional  positions  at  the  AM-20  (and  equivalent)  and  higher 
levels,  and  also  includes  Crown  Counsel  2  and  3  positions.  The  Mid-Range 
includes  positions  in  what  might  be  considered  junior  to  middle-management, 
from  the  OAG  10  level  to  the  AM-19  level.  The  OAG  group  includes  OAG-9 
positions  and  below,  as  well  as  similar  lower-level  administrative,  clerical  and 
blue-collar  positions. 

The  classification  data  has  been  aggregated  for  several  reasons.  One  reason  is  to 
protect  the  confidentiality  of  the  self-identification  of  designated  group  members. 

Another  reason  for  looking  at  groups  of  classifications  in  the  aggregate  rather 
than  individual  classifications  is  that  doing  so  may  be  useful  in  considering  the 
representation  of  different  designated  groups. 

We  note  that  there  are  some  drawbacks  to  looking  at  aggregated  classifications. 
Some  of  the  designated  groups  are  themselves  aggregations  of  smaller  groups, 
and  "good"  numbers  for  an  aggregate  may  conceal  possible  problems  as  well  as 
revealing  them. 
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Comparison  With  1986  Census  Data 

In  the  aggregated  tables  we  have  provided  comparisons  of  actual  numbers  within 
the  aggregated  classifications  and  according  to  designated  group  status,  with  the 
numbers  that  would  be  expected  if  members  of  designated  groups  were 
distributed  throughout  the  workforce  in  accordance  with  their  representation  in 
the  working  age  population. 

For  example,  in  the  chart  for  T&E  that  gives  the  workforce  data  for  men  and 
women,  the  actual  number  of  racial  minority  positions  in  the  Upper  Range, 
indicated  in  the  column  under  the  heading  "actual",  is  14.  One  would  expect  to 
find  13  racial  minority  persons  in  the  Upper  Range  if  all  Upper  Range  positions 
were  distributed  in  the  workforce  in  proportion  to  the  proportion  of  racial 
minority  persons  in  Metropolitan  Toronto  identified  in  the  1986  Census.  This  is 
indicated  under  the  next  column  to  the  right  under  the  heading  "expected". 

The  1986  Census  data  has  been  used  because  it  is  the  most  recent  census  data  for 
Metropolitan  Toronto  that  breaks  the  population  data  down  into  groups  that  are 
similar  to  the  designated  groups.  While  census  data  from  the  1991  Census  has 
recently  become  available,  it  unfortunately  does  not  break  down  the  data  in  the 
same  ways  that  the  1986  Census  did.  We  understand  that  significant  changes  in 
the  composition  of  the  Metro  Toronto  population  may  have  taken  place  since 
1986.  Namely,  an  increase  in  the  proportion  of  racial  minorities  and  a  decrease 
in  the  proportion  of  the  francophones. 


’Expected"  levels 

The  postulation  of  an  expected  rate  is  intended  to  provide  a  benchmark  for 
comparison.  While  it  is  not  possible  to  draw  firm  conclusions  between  "actual" 
and  "expected",  we  intend  to  identify  barriers.  We  also  recognize  that  there  may 
be  other  factors  affecting  the  distribution  of  designated  groups  in  the  Ministry. 
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Observations 

Summary  of  Observations 

The  charts  below  display  the  ratios  (per  cent)  of  actual  number  of  employees  to 
the  expected  number  and  compare  them  with  the  employment  equity  target  of 
100  per  cent. 

Women 


Women  are  about  50  per  cent  over-represented  at  the  OAG  level  and  to  a  lesser 
extent  at  the  Mid-Range  level.  They  are  under-represented  in  the  SMG  category 
at  all  parts  of  the  Ministry  of  Finance  (Toronto),  with  the  exception  of  the  OSC. 
Women  also  are  under-represented,  although  to  a  lesser  extent,  in  the  Upper 
Range  in  most  parts  of  the  Ministry.  The  over-representation  and  the  under¬ 
representation  of  women  in  these  categories  suggests  that  barriers  may  exist.  The 
chart  below  demonstrates  that  representation  of  women  decline  as  the 
classification  increases. 


Ratio  of  Actual  to  Expected 
Women 


Per  Cent 


58. 


'Employment  Systems  %eviezo  Report 


Racial  Minority  Women 


There  are  about  four  to  five  times  as  many  as  expected  racial  minority  women  in 
the  OAG  level  and  about  50  per  cent  more  at  the  Mid-Range.  Only  one  woman 
out  of  expected  14  is  employed  at  the  SMG  level.  At  the  Upper  Range  level  the 
under-representation  suggests  that  there  may  be  a  barrier  to  the  advancement  of 
Racial  Minority  women  past  the  Mid-Range.  Racial  Minority  Women  do  not 
appear  to  be  moving  in  sufficient  numbers  from  the  Mid-Range  into  the  Upper 
Range,  let  alone  into  the  SMG  category.  The  chart  below  shows  that  the  decline 
in  racial  minority  women  representation  as  the  classification  increases  is  much 
steeper  than  that  of  all  women  (in  the  previous  chart). 
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Women  Other  than  Racial  Minority 

The  Chart  below  demonstrates  that  women  who  are  not  of  racial  minority  have 
the  same  trend  in  representation  as  racial  minority  women  but  the  variation  from 
the  employment  equity  target  of  100  per  cent  is  much  smaller. 


Ratio  of  Actual  to  Expected 
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Racial  Minority  Men 

Racial  Minority  men  were  found  to  be  under-represented  at  the  OAG  level. 
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Persons  with  Disability 

Persons  with  a  disability  were  found  to  be  significantly  under-represented  as  a 
group.  The  under-representation  of  persons  with  a  disability  suggests  that  there 
may  be  barriers  to  the  entry  and  advancement  of  persons  with  a  disability. 
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Aboriginal  Persons 

Overall,  aboriginal  persons  have  adequate  representation  in  T&E  and  MFI. 
However,  their  representation  appears  mainly  at  the  OAG  and  Mid-range,  and  in 
few  instances  in  the  Upper  Range.  They  are  not  represented  in  the  SMG  level. 
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Francophones 

Overall,  francophones  have  adequate  representation  in  T&E  and  MFI. 
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Women  and  Racial  Minority  Men  in  Senior  Management 

We  have  reviewed  the  representation  of  Racial  Minority  men  and  of  all  women 
in  the  SMG  category,  to  determine  whether  there  are  patterns  within  the  SMG 
category  itself  that  suggest  the  existence  of  barriers.  Thus,  even  though  both 
Racial  Minority  men  and  women  generally  are  not  under-represented  in  the  SMG 
category,  generally  it  would  be  relevant  if  they  were  concentrated  in  the  lower 
level  of  SMG  (SMG1). 

Our  review  of  the  representation  of  Racial  Minority  men  at  T&E  and  at  MFI  - 
with  Commissions,  the  two  largest  elements  of  the  Ministry  of  Finance  (Toronto), 
disclosed  that  Racial  Minority  men  were  distributed  within  the  SMG  category  in 
rough  correlation  to  the  pyramid-shaped  distribution  of  the  SMG  positions. 
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The  representation  of  women  in  SMG  actually  disclosed  that  women  are  found 
in  the  higher  SMG  levels  in  somewhat  greater  proportions  than  one  would  expect. 
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